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It is more economical and more expedi- 
ent to spend five or even ten minutes in 
properly placing the new worker than 
it is to spend two hours or sometimes 
two days in trying to replace him. 
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INTRODUCTION 



IT IS becoming increasingly difficult to supply skilled workers to meet 
the nation's demands for adequate production. The shipyards are 
confronted with the problem of increasing production with a decrease 
in the supply of workmen. 

Shipyard production, furthermore, is in large measure determined 
by the extent to which workers are satisfied with their jobs — for a well- 
satisfied employee will not only stay at his job, but he will work at it with 
all his strength. Losses of workmen from the yards should be reduced to 
a minimum, and absences and losses due to causes that may be remedied 
should be eliminated. 

In order, therefore, to maintain the production necessary to win the 
war the most careful thought must be given to the selection, placement and 
methods of retaining a competent and loyal force of workers. To accom- 
plish this, every applicant for work should be carefully examined as to his 
qualifications, in order that he may be placed in the job where his special 
abilities will not only best serve production, but will also permit him, as an 
individual, to grow and develop. It means, furthermore, that the company 
should maintain a contact with each employee that will be of mutual benefit 
and will make the worker realize that the company is sincerely interested 
in his welfare. 

To bring about these results, it is necessary for the shipyard to 
develop a department to deal intelligently and efficiently with the entire 
problem of employees' relations. Such an employment and service depart- 
ment, when properly organized and supported, is a tremendous factor in 
the maintenance of a stable, efficient and loyal working force — with the 
consequent elimination of financial wastes and losses in production. 

Therefore, this and subsequent bulletins have been prepared to aid 
in the proper handling of employment problems. The methods and proc- 
esses outlined and suggested are those that have been found successful in 
some of the largest shipyards and corporations in the United States. 

EMPLOYMENT MANAGEMENT BRANCH 
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ORGANIZING 

THE 

EMPLOYMENT DEPARTMENT 



Necessity For As the war progresses the army is calling more and 
Employment more men into the service, depleting with each call the 
Department ranks of workingmen, and leaving fewer available for 

industry. It becomes more and more difficult to hire men scarcity of 
in numbers sufficient to fill vacancies, and when men leave, to find others 
to take theif places. The problem of increasing production with the 
decrease in the supply of workmen requires that all war industries give 
special attention to promptly securing, placing, and maintaining a compe- 
tent and adequate force of workers. 

In the light of this situation, the necessity of conserving man power 
is obvious. An inventory of the working forces in the shipyards will 
reveal that while the scarcity of men may seriously aggravate the indus- Conservation 
trial situation, in many cases it is by no means the greatest handicap to 
production. That handicap frequently lies in handling the problems 
related to obtaining, choosing and retaining employees without careful 
plan or thought. To overcome that handicap and thereby often solve the 
shipyard's production difficulties, the shipyard should have definite means 
of knowing how to find competent men either outside or within the yard ; 
it should hire men carefully with due regard for their qualifications and 
ability and assign them to tasks which are within their capacity and to 
which they are well suited; and it should surround them with such good 
facilities for living and such incentive to effort that once placed on a job 
they cannot be readily induced to leave. In short, the shipyard should 
stabilize its labor. 
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Realizing the necessity not only of having enough labor available, but 
of stabilizing it, the President, on July 17, 1918, issued a statement cen- 
tralizing all activities for recruiting unskilled labor for war industries in Co-operation 
the United States Employment Service. In this way the President has Government 
called the nation to the aid of industry, and industry must respond in the 
same spirit as the nation offers its aid. So that not only to increase pro- 
duction by stabilizing labor, but to afford the Government proper assis- 
tance in this program, each yard should establish a single centralized 
channel through which all workers are secured and with which the ship- 
yard officials, on the one hand, and the Government recruiting officers on 
the other, can deal directly. 

The task of meeting these demands requires specially adapted A Centralized 

Employment 
machinery with a trained staff, organized and equipped to deal with them. Department 

Co-ordination of effort under, one head in selecting and placing the work- *i"""* 

ers is as necessary among the various departments within the plant as 

it is among the outside agencies in recruiting them. The man-power 

problem in each individual yard demands as uniform and consistent a 

policy as the technical problem of production. The most economical and 

effective means of handling this problem is through the establishment of 

a centralized employment department. 

Functions of The functions of a properly constituted employment 
Employment department may be broadly and briefly defined as follows : 
Department to develop sources of labor supply that will provide a 
sufficient number of competent employees; to select and 
place employees in the jobs to which they are best fitted; to control ques- 
tions of transfer, promotion, discharge, and other adjustments affecting 
the employee relationships in the plant; and to develop within the organiza- 
tion plans for mutual helpfulness that will promote a spirit of genuine 
co-operation and understanding between the management and the em- 
ployees. By these and similar means the employment department serves 
to make it worth the employees' while to stick to the jobs they have and 
put forth their best efforts. 

Briefly, the employment department stands as the appraiser of the 
standard of personal relationship by assisting the department heads in 

6 
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keeping and training their employees so that they may be not only of the 
greatest use to the company, but to themselves and the community as 
well. Moreover, the department insures that the standards set are in 
accord with the best industrial practice, and at the same time are based 
upon the interests of both company and workers. 

Steps in Or- In proceeding to organize an efficient employment depart- 
ganizing the ment there are four principal points which must be borne 
Department in mind. They are: 

1. The management should really feel the need for such a depart- 
ment and fully appreciate the advantages to be gained by it. 

2. The proper employnient manager mvst be selected. 

3. The policy and plan of the employment department must be 
clearly defined to foremen, superintendents and all employees 
by the general manager and on all occasions be supported by 
him. 

U. The department must be properly housed, equipped and manned 
to perform its functions. 

Company's The progress and ultimate success that the employment 

Policy department will have in the organization will depend Tovifardthe 

largely upon the policy of the company and its attitude workers 
toward its workers. The management should not only at heart desire that 
fair treatment, good working conditions and adequate wages prevail, but 
it should appreciate that, together with the proper selection and placement 
of employees, these things definitely increase production. The manage- 
ment that really feels this appreciates its need of an employment depart- 
ment and will be ready and willing to devote the time, patience and expense 
necessary to its development. 

The head of the employment department should hold a position of Toward the 

Employment 

equal rank with the executives in charge of the other major departments Manager 
and be responsible only to the general manager. As the official in charge 
of the man-power problems, he must be in a position to act with the same 
degree of authority as those in charge of the technical problems of pro- 
duction and be supported by the general manager accordingly. 

7 
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One of the most fundamental policies that the general management 
can establish is the maintenance of an executive council or cabinet to dis- Executive 

Council 

cuss the mterrelated problems of labor and production. This cabinet 
should be composed of the executives who are in charge of the technical 
problems of production, the employment manager, who is the executive in 
charge of the labor problems, and the executive who is in charge of the 
problems of general control. 

The Employ- Special attention must be given to the type of man chosen 
ment Manager as employment manager. He should be a capable execu- 
tive, broad-minded, fair and square, and of a sympathetic 
temperament, in order that he may be easily approached by any man in 
the organization — ready at all times to listen to their complaints, troubles Qualifications 
or suggestions, and big enough to solve their problems and keep them 
happy and satisfied with their work. 

He should possess sufficient familiarity with all the operations per- 
formed in the plant to enable him to see that men qualified to perform 
the work called for in each position are hired. 

A man in this position needs to possess courtesy, even temper, patience, 
and ability to be a good mixer. Furthermore, he should have sufficient 
poise and dignity to sit at the council table with other executives and heads 
of departments and discuss intelligently current plant problems. 

In short, it is necessary that he be a man in whom the manager may 
have implicit faith and to whom he can intrust the personnel of the plant 
with the same degree of confidence that he intrusts production to the pro- 
duction manager. The modern employment manager is a specialist in 
human nature, an analyst of work requirements, and an interpreter of 
human relationships. He is the connecting link between the management 
and the employees, possessing the confidence of both without betraying 
the confidence of either. 

Men who measure up to these requirements are difficult to find, as T^* i^^" 

^ for the Job 

such a rare combination of talents and experience is not readily available. 
It is best to select a man who possesses the broader requirements with the 

8 
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expectation that he will develop the more technical qualifications. It is 
much better and requires less time and expense to teach an experienced, 
well-trained employment manager the necessary details of shipbuilding to 
qualify him sufficiently to handle his work, than it does to take a man 
who knows all about ships and try to teach him the principles of modern 
employment management, and to develop within him the personal qualifi- , 
cations necessary to handle men. 

To attract a properly qualified man to the position of employment Salary 
manager, the salary must be substantial, with opportunities for further 
advancement as merited. 

The Employment Management Branch of the Industrial Service 
Section is training men as employment managers for the shipyards. Its 
corps of available employment managers includes men who have had 
practical employment experience as well as graduates of the war emergency Trained 
courses in employment management that are now being given at the various Available 
universities under the direct supervision of the National Government. 
These men also receive the benefit of actual shipyard experience under the 
direction of the Emergency Fleet Corporation. Plants interested in secur- 
ing an employment manager may communicate directly with the Industrial 
Service Section of the Emergency Fleet Corporation. 

Employment When the employment manager is chosen, his policy and 
Department's plan must he properly introduced and explained to the 
Relationship foremen and superintendents, and his relationship to the 

entire shipyard organization he clearly estahlished. At in the Yard 
the outset, the general manager should make it clearly understood to every- 
one that the employment department is a separate and distinct department, 
possessing full authority to deal with all matters pertaining to the hiring, 
transferring, following up, adjusting, and discharge of employees, and to 
the problems arising in connection with employees' relationships. The 
employment manager must have the unqualified support of the general 
manager. The general manager should give him the same backing and 
support he gives other executives, and see that he is not interfered with 
in the performance of his work by other department heads. 

9 
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Probably the best way to make the foremen and superintendents 
understand the help that the employment manager can give them is to get 
them together in a body — preferably at a luncheon or dinner, as this pro- 
motes a spirit of genuine fellowship. The general manager should preside interesting 

. ,, . ,. a. 1 << , the Foremen 

at this meetmg, not send a "personal representative." In addressing them, 
he should make the foremen realize that the new department is in no way 
an effort arbitrarily to force a new scheme of things upon them. The 
greatest danger to the employment department's success arises out of 
disturbing the foremen's long established privilege of hiring and firing. 
If a foreman feels that the employment department is designed to rob 
him of this long cherished privilege he will immediately be hostile. It is, 
therefore, essential that the general manager should demonstrate the neces- 
sity for the new department. 

He can do this effectively by showing the effect of labor turn-over. He 
can show what it means to the company to hire and break in a worker 
under the old scheme, with the lessened production, accidents, cost of 
instruction, spoiled work, and other factors involved, and what an expen- The General 
sive mistake it is to lose this man when frequently he, has just become a Defining the 
real producer. He can mention the cost to the individual workers who °*P^'"*'"e"*'s 
lose time and money in passing from job to job and in moving their homes 
from place to place, and he can show how this shifting about leads to 
industrial unrest and decreased production. The general manager should a"d 
show how, out of this situation, the need has clearly arisen for some depart- 
ment to devote its exclusive attention to finding means for improving these 
conditions. 

The general manager should then define the scope and functions of Outlining 
the employment department, and make clear the method for co-ordinating Functions 
the work with other departments of the shipyard, especially the depart- 
ments of time and pay-roll. The whole matter should be put clearly and 
squarely before the foremen and superintendents with a frank, open discus- 
sion of every angle of the proposition. 

This is the time to introduce the prospective employment manager, 
in order that he may get acquainted with the men, express his views, outline 
the general method of procedure to be adopted, and answer the questions of 

10 
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the foremen. The employment manager who knows his work realizes that The 

, . . , , , Employment 

his success is dependent largely upon his ability to establish friendly per- Manager 

sonal relations with those with whom he comes in contact. He will make The "Foremen's 

it clear that he wants to know the foremen's viewpoints, and that it is his ^®?P°"='" 

'^ ' bilities 

first intention to be helpful to them. He may begin by first pointing out 
to the foremen just how much work they already have to do. They are 
responsible for the general supervision of production in their departments, 
maintenance of discipline, proper care of machines, arrangements of oper- 
ations, instruction of employees, reduction of waste, and sometimes have and 
had the added responsibility of hiring and keeping help. 

The employment manager should show the foremen the benefit they may '" what 

Ways He 

derive from the use of the employment department in view of these many Can Help 
duties. He should impress upon them the fact that the first and last steps 
in hiring are still to be the foreman's: the first in his act of making the 
requisition and the last in accepting or rejecting the man the employment 
department has chosen. The employment department's task in supplying 
the foreman's department is to base its choice of a man upon a careful 
analysis of the particular job to be filled, and then assign an applicant 
only after thorough interviews have indicated his peculiar fitness for the 
work. The foreman, the employment manager should point out, can then 
count on a better body of workmen who will directly increase his depart- 
ment's production. 

The employment department further will save the foreman the time 
of interviewing applicants at hours when the foreman's chief concern is 
the progress of the work in his department, and when he would be seeing 
that the new employees are satisfactorily taking hold of their work. 

The employment manager should explain that in cases of dismissal the 
foreman need merely send the man to the employment department and 
thus be helped in maintaining discipline by avoiding among the employees 
any loud disturbance by the discharged employee. The handling of dis- 
missals through the employment department helps the foreman to avoid 
hasty action due to press of work and other duties which he might regret 
later. 

11 
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On the other hand, the workers, when they realize that an employee 
is dismissed by the employment department only after the employee's side 
has been fairly heard and his case carefully considered, will be relieved 
of the fear of being made the victims of whims and naturally will become 
a better working force. 

The employment manager should show, furthermore, that the employ- 
ment department, by satisfactorily adjusting grievances and dissatisfac- 
tion, can save many valuable employees to the yard and can discover causes 
of dissatisfaction within the yard itself and eliminate them. 

When the employment manager has outlined his policy and plans, 
there may still be a number of points at issue that must be explained, 
but experience has proved that once the foremen and superintendents 
thoroughly understand the reasons for the existence of such a department Mut"a' V."" 

■^ ^ derstanding 

and the benefits it offers, they are heartily in favor of it. It is simply a 
question of mutual understanding. 

Subsequent to this meeting, a general order hearing the general man- 
ager's signature should announce the appointment of the employment official 

Estabiish- 

manager to his position. This announcement definitely establishes the mentoftiie 
work in such a way that the employment manager will be met with ^^^ ""*" 
co-operation on the part of the foremen and superintendents. 

Following this the procedure and practice of the employment depart- 
ment should be put in writing and a copy bearing the general manager's 
signature should be placed in the hands of each forermn and superin- 
tendent. This may well be called the foreman's manual, since it definitely 
explains every detail of the operations in which they are concerned, telling Announce- 
them just how to proceed when desiring to call upon the employment Procedure 
department for any service it may render. The proper preparation of this 
manual will be covered by a subsequent bulletin. 

In spite of such careful preparation and their willingness, the fore- 
men and superintendents do not always clearly understand just how they 

can best co-operate. From time to time dissatisfaction will appear and Retaining 

„,.,, t 1 ■, 1 1 1 ■, tlie Foremen's 

complaints will be made, each one of which, however, should be looked support 
upon as an opportunity for securing the support of the complainant. 

12 
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Co-operation and good will are bound to come if the employment manager 
demonstrates his absolute fairness and impartiality in all matters. 

The general manager, upon such occasions, must be careful not to 
depreciate the position of the employment department, even if it may have 
erred. Frequent constructive criticism will be necessary, but it should 
always be given privately and directly to the employment manager himself. 

It will require time and diplomacy, ceaseless energy and patience on 
the part of the employment manager to gain the confidence and co-operation 
he desires. He will do this most readily by demonstrating his spirit of 
helpfulness by providing department heads with capable employees; by 
assisting them in matters of development and promotion; by advising them 
concerning their labor difficulties and problems; and by furnishing them 
with information on general labor conditions. 

In order to assist the employment department in securing the further 
co-operation of the various executives, informal meetings of the depart- 
ment heads should be held for the discussion of employment problems. 
Regular group conferences of this kind are excellent for threshing out and 
adjusting differences of opinion. They afford everyone the opportunity of 
getting better acquainted and give the employment manager an insight working with 
into the difficulties that other branches of the plant are having. If the Heads '"*"* 
employment department is having difficulty in securing workers, these 
meetings are the place to discuss the question, instead of waiting until the 
day the men are needed, and then say they cannot be obtained. Experience 
has always proved that once the department heads actually appreciate the 
work of the employment department, they are generous in their attitude 
and entirely willing to co-operate with it. 

The general manager should keep as closely in touch with the work planning 
as possible. This can best be done by regular reports and meetings with Generaf 
the employment manager regarding: ivianager 

1. Policies, plans and methods on which the employment 
department wishes his approval. 

2. Periodic reports giving the labor turn^over and its causes 
by departments and trades as well as for the plant as a 
whole. 
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3. Labor requirements for succeeding periods of time, including 
estimates of the number of additional workers by occupations 
and a statement of sources and methods through which they 
are to be obtained. 

U. Other matters that are vital to the operation and improvement 
of the department. 

The No matter how sympathetic the company may be with the 

Employment employment plan, how well chosen the employment man- p|" n''^''"^*® 
Department ager, or how satisfactory the employment department's 
Organization relationships within the company, the department itself 
cannot function properly until its organization has been 
thoroughly planned and established. It must be appreciated at the outset 
that partially arranged plans will not secure the desired results. It will 
take time and patience to effect a complete organization and put it into 
smooth-running order. No reasonable expense should be spared to so 
organize the department that it may render continuously efficient service. 

Since subsequent bulletins will present details for the proper equip- 
ment and housing of the employment department, for the procedure 
involved in the selection and placement of the workers, and for handling 
other problems of employee relations it is sufficient, in this bulletin, 
merely to outline broadly the work of the employment department as 
follows : 

1. Developing sources of labor supply. 

2. Selection and placement of new employees. 

a. Interviewing applicants. 

b. Fitting the man to the particular job on the basis of 
qualifications and experience. 

c. Ascertaining, by physician's examination, applicant's 

physical fitness for the work contemplated. Procedure 

d. Completing the necessary records for entering the new 
employee's name on the pay-roll. This includes pho- 
tographing the employee and issuing him a pass. 

e. Introducing the new employee to his job. 

14 
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3. Follow-up and adjustments. 

a. Rating employee's efficiency. 

b. Determining promotions. 

c. Handling transfers, discharges, grievances, and other 
employees' adjustments. 

4. Related activities. 

This includes the department's attention to questions of 
safety, health, sanitation, training, recreation, and other 
general service for employees. 

The staff of workers in the employment department should at all times 

be sufficient to adequately, but economically, handle the work as outlined 

above. The exact number will be determined by the size of the yard and 

the type of work. The duties of each individual should be clearly set forth staff of the 

Department 
m writing in order that duplication of effort and consequent confusion may 

be avoided. A department organization chart, such as the one illustrated 

on page 16, posted at various parts of the office, showing the organization 

in more detail where necessary and kept up-to-date, should be made the 

means of acquainting the employees in the department with their individual 

relationships. 

One of the most essential positions in the department is that of inter- 
viewer. It is with him that the applicant makes his first contact with his 
prospective employer. The impressions here established may materially 
affect the reputation of the company in the labor market. Furthermore, 
it is the interviewer's responsibility to select and assign the applicant, interviewers 
These duties are so important that in the selection of an interviewer his 
ability and previous training are to be considered as second only to those 
of the employment manager. Skilled interviewers can save many thou- 
sands of dollars for their companies. The salaries paid them must be 
sufficient to attract and hold men of a high order of intelligence who are 
familiar with shipyard occupations. 

Problems of such importance constantly will arise that they will have 
to be passed on by the interviewer to the employment manager himself. 
In this situation the employment manager must be careful that attention 

IS 



Digitized by Microsoft® 



Digitized by Microsoft® 



to detail does not destroy his usefulness in developing the larger aspects 
of his work. At the same time he must not fall into the habit of too 
loosely supervising the work of those under him. 

The employment manager should make it a point to get out into the J*^" , 

Employment 

plant a great deal, in order that he may know as much about actual operat- Manager's 
ing problems as possible. He should be constantly in touch with all sources Development 
of information that will help to build up and maintain his department. 
He may consult freely the Industrial Service Section of the Emergency 
Fleet Corporation upon any question he wishes, as the Section is equipped 
to assist him in a practical way on all employment problems. 

Visits to employment departments in other shipyards and industrial 
plants are of great value. It is most helpful occasionally to get away from 
one's own work and observe what is being done elsewhere. New ideas are 
developed and new points of view discovered. 

If an employment managers' association exists in the vicinity, the 
employment manager should, by all means, ally himself with it. These 
associations make possible an exchange of ideas and fellowship that is not 
available in any other way. They afford opportunity for members to get 
together and discuss questions and obtain advice on the practical problems 
of the yards. 
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THE EMPLOYMENT BUILDING 



PHYSICAL LAYOUT, EQUIPMENT AND STAFF 

General In establishing the Employment Department in its build- 

Requirements ing, careful attention should be given to the physical lay- 
er the oni; jn order that it will adequately care for the plant 

p oyment requirements. The building should be divided into well 
Building 

arranged sections, each of which should provide for a 

special function and be ample in size, well ventilated and well lighted. 
The accommodations should be adequate to handle applicants with speed 
and without crowding. At the same time, the building should be con- 
structed economically. 

For example, in constructing the building, a waiting room should be 
provided so that applicants will not be compelled to wait outside, often in 
the cold or rain. This room should be sufficiently spacious and adequately 
equipped to handle all applicants carefully, and with dispatch. If an 
applicant is required to wait two or three hours in a crowded room without 
suitable accommodations before receiving his interview, he probably will 
have become disgruntled or much irritated and begun to criticise the com- 
pany before he is ever hired. On the other hand, though he ought not to 
be compelled to do so, an applicant may, if necessary, wait two or three 
hours without dissatisfaction in a room comfortably fitted. 

The physical layout of the Employment Building should, in such ways 
as this, be designed to strengthen the Department's object of developing 
satisfaction within the yard, as well as of permitting careful selection of 
the new worker. 

The management should spare no legitimate expense in equipping 
the Employment Department, as a well appearing and well equipped 
Employment Department acts as a magnet to the working public. The 
applicants, in a great many instances, form their opinions of a plant from 
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their impressions of the Employment Department. It is, therefore, worth 
while to try to make the first impression a favorable one. 

Special The Employment Department Building itself should be 

Requirements located near one of the main gates, and the entrance to it 
of the should be directly from the street, so as to avoid the 

Employment nggeggity of having the applicants pass through the plant 
Bwldmg ^^ ^^^^^ ^^^ Employment Department. The exit from the 

Employment Department should be separate from the entrance, and should 
also lead directly to the street. 

The layout of a modem Employment Department building should 
provide for the following:^ 

Applicants' Waiting Room. 
Preliminary Interview Section. 

Final Interview Section— the number depends upon 
the size of the plant and its labor requirements. 
Application Recording Section. 
Physical Examination Section. 
Photographic Section. 
Pass-Clerk's Section. 
Service Section. 

Section for general Clerical Force. 
Adjustment Section. 
Employment Manager's Office. 

The larger Employment Buildings should also have waiting rooms 
for applicants who are arranging for their physical examinations, for 
employees wishing adjustments, and for those who wish to see the Employ- 
ment Manager. These larger buildings should also provide a Publication 
Section where the plant newspaper and other company publications may 
be prepared. 



1 Where women as well as men are employed, provisions for the women should be entirely 
separate from those for the men. Plan A, which Is for the larger shipyards, contains such provisions, 
and it win serve as a suggestion of how Flans B and C may be adapted to provide for women. 
These plans are given on pages 21 to 29. 
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In this case enough chairs or benches should be provided for the 
accommodation of all the applicants while they are waiting to be 
intemewed. 

2. The applicants are interviewed as they fall into line. 

In this case the larger part of the Waiting Room should be divided 
into three (3) foot aisles by means of railings, in order that the applicants 
will step directly into line as they enter the room. 

STAFF: 

Where there is a sufficiently large number of applicants, a doorman 
may be stationed in the Waiting Room to maintain order and answer 
necessary questions. 



Applicants pass in turn into the Preliminary Interview Section. 
PRELIMINARY INTERVIEW SECTION 

PURPOSE: 

Here the Preliminary Interviewer passes in turn upon each applicant's 
general qualifications to determine whether he merits a more thorough 
interview by the Final Interviewer.^ 

LAYOUT: 

The Preliminary Interview Section should be a private office. It should 
have doors leading to the Waiting Room, Application Recording Section, 
Final Interview Section and either to the Hall (Plan A) or directly out 
of the building. It should be enclosed by glazed partitions eight and one- 
half (8I/2) feet high. 

EQUIPMENT: 

A five (5) foot desk, one swivel arm-chair and one chair for applicants, 
plant and inter-communicating telephone connections with all sections. 

STAFF: 

Generally the Assistant Employment Manager should do the pre- 
liminary interviewing, for this interview requires a man who can judge 



1 For common laborers with no special abilities, the preliminary Interview can be made to serve 
the purposes of the final Interview also, and after It, the applicant can complete his application 
record, receive his physical examination, and be photographed for his pass, if physical examination 
is given and a photographic pass is used. He can then go to the Pass Clerk for necessary papers 
and be sent Immediately to his job. 
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All sections, rooms and offices should be separated from one another 
by glazed partitions so that each function of the Employment Department 
will be carried on in private.^ 

An inter-communicating telephone system should be installed connect- 
ing each section with the others. 

Lavatories should be provided for the applicants. There should be 
private lavatories for the Employment Department staff, at some central 
location. 

The name, layout, equipment and staff for each section in the employ- 
ment building follow. The order of naming the sections follows the order 
in which the applicant or employee passes through them in the process of 
being interviewed and hired. 

ENTRANCE AND WAITING ROOM 
PURPOSE: 

The Waiting Room is the section in which applicants wait for their 
preliminary interview. 

LAYOUT: 

The applicants' entrance to the Employment Department should lead 
directly into the Waiting Room. 

The Waiting Room should be large enough to take care of the usual 
number of applicants, but not so large as to waste space or give it a shed- 
like appearance. It should be separated from the adjacent rooms by glazed 
partitions eight and one-half (8I4) feet high (standard height) . It should 
have a door leading into the Preliminary Interview Section. 

EQUIPMENT: 

The equipment will depend upon the method of handling applicants. 
There are in general use two methods of handling applicants for the 
preliminary interview: 

I. The doorman gives out consecutive numbers to the applicants in 
the order in which they arrive at the office to indicate the order of 
interview. 



I See note on page 20. 
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// the Final Interviewer rejects the applicant, the applicant should 
leave through the Hall (Plan A) or pass directly ovtside, and not through 
the Application Recording Section. 

If the Final Interviewer hires the applicant, the applicant should pass 
directly into the Application Recording Section. 

APPLICATION RECORDING SECTION 

PURPOSE: 

The Application Recording Section is the section in which the appli- 
cant completes his application record. 

LAYOUT: 

The Application Recording Section should be large enough to permit 
applicants and recording clerks to write without interference. It should 
have doors to the Preliminary Section and the Final Interview Section, and 
have easy access to the Waiting Room for Physical Examination. If it 
adjoins the Clerical Section it should have a door connecting it with 
this Section. 

EQUIPMENT: 

Stationary tables, and stools rather than chairs, so that the Section 
will always be in order. The size and number of tables will depend upon 
the number of applicants handled. The number of stools required will 
naturally depend upon the number of tables. 

Ink wells, pens and blotters on the tables. 

A large day calendar on the wall, placed so that it can be seen from 
all parts of the room. 

One five (5) foot desk for each Recording Clerk; one five (5) foot 
desk for the Information Clerk (if an additional clerk is required) . 

Chairs and benches along the wall for applicants who are waiting for 
their final interview. 

Inter-communicating telephone connecting with the desk of the 
Recording Clerk and that of the Information Clerk, if one is employed. 

STAFF: 

There should be at least one Recording Clerk, and if found advisable 
an Information Clerk. 

12 



Digitized by Microsoft® 



men's general qualifications quickly and accurately, who knows the general 
requirements of all the jobs in the plant, and who can immediately establish 
a friendly relationship with the applicant. 



Applicants whom the Preliminary Interviewer rejects should pass out 
through the Hall (Plan A) or directly outside. 

Applicants approved by the Preliminary Interviewer should pass into 
the Application Recording Section preparatory to their final interview and 
then into the Final Interview Section as called. 

FINAL INTERVIEW AND HIRING SECTION 

PURPOSE: 

In the Final Interview Section the applicant is given his final inter- 
view, and if hired, is assigned to his new job. At the same time, the 
Interviewer fills out that part of the application record requiring judgment 
of the applicant's qiudifications. 

LAYOUT: 

This should be a private office adjacent to the Preliminary Inter- 
view Section, with doors leading into the Preliminary Interview Section, 
the Application Recording Section and either to Hall (Plan A) or directly 
out of the building. 

The office should measure about 10 feet by 10 feet and be enclosed by 
glazed partitions eight and one-half (81/^) feet high. 

In the larger shipyards several offices for Final Interviewers will 
probably be necessary, in which case they should be communicating. 

EQUIPMENT: 

One 5-foot desk, one swivel arm-chair, one chair for applicant, plant 
and inter-communicating telephone connections for each office. 

STAFF: 

Plants with applicants enough to have more than one Final Inter- 
viewer should have each one specialized along certain trades, but only one 
Interviewer to each private office. 

Plants having but one Final Interviewer should have a man who 
has a knowledge of all the trades. 
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In plants where the applicants themselves enter the answers to the 
routine questions of the application record, a clerk should be provided to 
inspect the applications before applicants leave the room. 

In plants where the recording clerks enter the answers to the routine 
questions of the application record for all the applicants, the number of 
such clerks will necessarily be greater than in plants where applicants make 
out this part of the record themselves, and will be determined by the 
approximate number of workers hired daily. 



After the applicant has completed the filling out of his application 
record, he should leave it with the clerk who inspects applications or the 
^Recording Clerk, as the procedure may require, and should pass, in his 
turn, into the Waiting Room for Physical Examination. 

WAITING ROOM FOR PHYSICAL EXAMINATION 

PURPOSE: 

In this Section the applicants arrange for their physical examination. 

LAYOUT: 

The Waiting Room should form part of the Medical Department and 
should be directly accessible from the Application Recording Section. It 
should be enclosed by glazed partitions eight and one-half (8i/^) feet high, 
and should have doors leading into the Physical Examination Section and 
either from the Hall (Plan A) or directly from the Application Recording 
Section. 

EQUIPMENT: 

Chairs or benches. 

If there is a Medical Clerk stationed in the Waiting Room, a five (5) 
foot desk should be provided, also a combination scale for taking the 
height and weight. The Medical Clerk should have telephone connections 
with the Interviewers and the Pass Clerk. 

Attractive posters and literature pertaining to "Safety First" and 
plant sanitation should be in this room. 
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STAFF: 

In large Employment Departments, a Medical Clerk should be 
stationed in this section to tabulate the medical history of the applicant. 



When there is a Medical Clerk the applicant presents his medical pass 
to the Clerk, who makes out the medical history card, and takes the height 
and weight of the applicant. 

Each applicant should pass in turn into the Physical Examination 
Section. 

PHYSICAL EXAMINATION SECTION 

PURPOSE: 

Here the applicant is given his physical examination by the Physician. 

LAYOUT: 

The Physical Examination Section should be large, well lighted, and, 
above all, well ventilated. 

It should have at least three private dressing rooms and one shower 
bath. 

The Physical Examination Section should be adjacent to the Waiting 
Room for Physical Examination with a door leading to it. It also should 
be conveniently near the Photographic Section, preferably connecting with 
it directly or through the Waiting Room for Physical Examination. 

EQUIPMENT: 

Any medical equipment required to make the necessary physical 
examinations. 

Each dressing room provided with one chair and one mirror, and with 
a sufficient number of clothes' hooks. 

STAFF: 

There should be at least one examining Physician. More may be re- 
quired, the number depending upon the number of applicants handled. 
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// the applicant is accepted, he is sent to the Photographic Section. 

If the applicant is rejected or found physically unfit for the job for 
which he was hired, the Medical Clerk sees that the applicant is conducted 
back to the Final Interviewer who hired him, for reassignment and final 
disposition. If the applicant's physical condition is such that he cannot 
be placed by the Interviewer, he shovM pass directly out of the building. 

PHOTOGRAPHIC SECTION 

PURPOSE: 

Here the photographing of all new employees, assigning of employees' 
numbers and developing of photographs are taken care of. 

If the photographs are not taken, the Pass Clerk assigns the employee's 
number. 

LAYOUT: 

The Photographic Section should be directly accessible from the 
Physical Examination Section and to the office of the Pass Clerk. 

The Photographic Section may be subdivided to provide for a dark 
room. 

EQUIPMENT: 

The equipment required to take and develop the photographs. It is 
suggested that equipment be provided for taking the man's height, weight, 
number and picture on one photograph. 

STAFF: 

There should be a Photographer, and assistants if he requires them. 



The new employee should pass from the Photographic Section into 
the Pass Clerk's Section. 

PASS CLERK'S SECTION 

PURPOSE: 

Here the Pass Clerk gives the new employee the papers necessary to 
start on his job. 

LAYOUT: 

The Pass Clerk's Section should be adjacent to the Clerical Section and 
directly accessible from the Photographic Section. 

IS 
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It should have doors leading to the Clerical Section and Hall (entrance 
to shipyard) . 

It should have a half or full length opening, six (6) feet wide, in the 
partition which separates it from the Clerical Office so as to provide desk 
space for the Pass Clerk. 

EQUIPMENT: 

Chairs or benches, for use when new employees must wait to be sent 
out to their jobs. 

One five-foot desk for Pass Clerk. 

Attractive posters regarding the social activities of the plant and 
"stick-to-the-job" propaganda. 

STAFF: 

The number of persons hired will determine the number of Pass Clerks 
required. Generally one clerk is enough. 



The new employee, having received his pass, note of introduction to 
the foreman, and any instruction which the company gives concerning its 
policies and its facilities, goes to the Service Section if necessary, hut if 
not, passes from the Employment Building, accompanied by a messenger, 
to go out to his job. 

SERVICE SECTION 

PURPOSE: 

In the Service Section problems of housing, transportation, restaurant 
facilities, recreation and general service for employees are handled. 

LAYOUT: 

The Service Section should be directly accessible from the Pass Clerk's 
Section and from the Employment Manager's office and convenient to the 
new employees' entrance to the plant. Where possible the Service Section 
should have a door directly to the Employment Manager's Office. 

EQUIPMENT: 

A sufficient number of desks and chairs should be provided for the 
staflf. There should be at least one six-foot desk, one swivel arm-chair and 
several chairs for visitors. 
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STAFF: 

In plants dcing considerable service work several persons may be 
required, while in plants doing less service work an assistant of the Em- 
ployment Manager may be enough. 



// the applicant has stopped at the Service Section and obtained advice 
or assistance, he goes from there, accompanied by messenger, to his job. 

PUBLICATION SECTION 
PURPOSE: 

The Publication Section is for the preparation of the plant newspaper 
and other printed matter which the company uses or distributes, and may 
serve also as the office of the company's Publicity Manager. 

LAYOUT: 

The Publication Section should be easily accessible from the Employ- 
ment Manager's Office. Where the work of the Publication Section is done 
in the Service Section, it may be sufficient to erect a partition in the 
Service Section to give privacy to those doing the work. 

EQUIPMENT: 

One six-foot desk, one swivel arm-chair, a table for printed material 
and chairs for visitors. 

STAFF: 

One man is generally enough to care for the work, but in plants which 
have a weekly publication of some size and which are regularly publishing 
bulletins, booklets, etc., assistants may be necessary. 

CLERICAL SECTION 

PURPOSE: 

Here the complete personal and service records of all employees are 
made out and kept. 

LAYOUT: 

The Clerical Section should be large and well lighted. It should be 
located next to the Pass Clerk's Section, and should have doors to this 
Section and the Hall. It should preferably contain a fire-proof vault for 
the safe-keeping of records. 

17 
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EQUIPMENT: 

Enough desks and chairs to take care of the clerical force. 

Stationery cabinet, index file, sorting table for filing, cabinets for 
employees' folders, and other necessary office equipment. All cabinets, 
whenever possible, should be of steel construction. 

STAFF: 

The number of people required for the Clerical Section depends en- 
tirely upon the labor requirements of the plant. 

WAITING ROOM FOR EMPLOYEE ADJUSTMENTS 

PURPOSE: 

This Waiting Room is for employees wishing to see the Adjustment 
Supervisor or his assistants. 

LAYOUT: 

This Waiting Room should be located so that the employees can enter 
from the plant without coming in contact with those newly hired. 

It should be next to the Adjustment Section, with a door leading into it. 

EQUIPMENT: 

Chairs or benches, so that the employees may be seated while waiting 
to see the Adjustment Supervisor or his assistants. 

STAFF: 

A large plant should have a clerk in the Waiting Room to receive 
the employees and arrange for their interviews with the Adjustment 
Supervisor. 

ADJUSTMENT SECTION 

PURPOSE: 

The Adjustment Section is to care for employees who are leaving, 
being transferred or require other adjustment. 

LAYOUT: 

The Adjustment Section should be directly accessible from the plant. 
In the larger yards, it should be entered from the plant through the Waiting 
Rooms adjoining, but in the smaller plants, it may be entered directly. It 
should be so situated that those entering from the plant do not come in 
contact with those newly hired. 
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It should have a door to the Hall, and if found advisable, a small part 
of the Section should be enclosed by glazed partitions in order that the 
workers may have privacy in interviewing the Adjustment Supervisor. 

EQUIPMENT: 

One six foot desk and one swivel arm-chair for the Adjustment 
Supervisor. Additional chairs and small desks as required by the Super- 
visor's assistants. Chairs for the employees being interviewed. 

STAFF: 

The Adjustment Supervisor, and such assistants as may be required 
by the number of adjustments to be made. 

WAITING ROOM FOR EMPLOYMENT MANAGER'S OFFICE 

PURPOSE: 

This Waiting Room, as the name implies, is for those who wish to 
see the Employment Manager. 

LAYOUT: 

This Waiting Room should adjoin the Employment Manager's Office 
with a door leading to it. It should have an entrance from within the 
building, and if possible, another from the plant. 

EQUIPMENT: 

Chairs for those who are waiting. Desk and chair for a stenographer 
or clerk. Small table for the plant publications and other reading matter 
concerning the company and its field of work. 

STAFF: 

There should be some clerk or stenographer in this room to receive 
people and arrange for their interviews with the Employment Manager. 
The personal assistants of the Employment Manager who are not located 
in his private office may be placed in this room. 

EMPLOYMENT MANAGER'S OFFICE 

LAYOUT: 

The Employment Manager's Office should be so located as to allow 
him to be in close contact with the work of his entire department, includ- 
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ing the hiring, the adjustments, and the service work. It should be enclosed 
by glazed partitions, eight and one-half (81/^) feet high, making it private. 
It should have entrances from the yard, from the Waiting Room, and from 
the remainder of the Employment Department. 

EQUIPMENT: 

One six (6) foot desk, one six (6) foot table, one swivel arm-chair and 
two or more visitors' chairs. Additional desks and chairs for the Employ- 
ment Manager's assistants (if they are in this office). 

Plant and inter-communicating telephone connections. 

STAFF: 

The Employment Manager and any personal assistants he desires to 
have in his office. 



Note: In small plants that hire only a few new workers each day, several sections may 
be comhined into one and several functions likewise he combined under one person. 

The minimum requirements of the Department building here are: 
Separate Waiting Room for appUoants. 
Private office for the Employment Manager and for the Interviewer to 

provide for privately interviewing employees and applicants. 
Private section for physical examination. 
Section for records and clerical workers. 

Where this layout is adopted, the Interviewer can fill in the larger part of the application 
record while interviewing the applicant, and the Pass Clerk, located in the Clerical Section, 
can take care of the pass and other records which are necessary to start the new employee 
on his job. 

Matters of service and adjustment in sucih small plants can be handled by the Employ- 
ment Manager. 
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PLANS FOR EMPLOYMENT BUILDINGS 

The plans given on the following pages are recom- 
mended as being typical. They represent the minimum lay- 
out for plants of the size specified in each case. The Em- 
ployment Management Branch has additional plans avail- 
able, including layouts of square buildings and two-story 
buildings, and will furnish these or prepare other plans to 
meet the requirements of any plant that may wish to have 
special local requirements cared for. 
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PLAN A 

For Plants of 4,000 to 10,000 Employees 

This plan is adapted to the larger plants and also to plants employing a number of 
women workers. 

The applicant enters the Waiting Room, then passes to the Preliminary Interview 
Section. If rejected by the Preliminary Interviewer he leaves through Exit A, but, if 
approved, he enters the Application Recording Section preparatory to his final interview, 
which follows in one of the Final Interview Sections. 

If rejected by the Final Interviewer, the applicant leaves through Elxit A. If hired, 
he goes to the Application Recording Section to complete his application record. After 
leaving this record with the clerk who inspects applications, he goes through the 
corridor to the Waiting Room for Physical Examination, where the Medical Clerk 
records his height, weight, etc. He is then examined in the Physical Examination 
Section. 

If the applicant is found physically unfit for the job for which he was hired, he 
returns to the Final Interviewer who hired him, for another assignment. If his physical 
condition is such that he cannot be used, he leaves through Exit A. If accepted by the 
Physician, he passes back through the Physical Examination Waiting Room, going to 
the Photographic Section, where he is photographed for his pass. He then enters the 
Pass Clerk's Section, where he receives the pass, badge and papers necessary for him 
to go to work. After securing any necessary information regarding housing facilities, 
etc., in the Service Section, he goes to the yard through Exit B. 

The hiring of women workers is done in a part of the building set aside exclusively 
for that purpose. The procedure for women workers differs only in that there is but 
one Interviewer. Applicants rejected by the Interviewer, or who cannot be used because 
physically unfit, leave through Exit A. Those who are hired, and approved by the 
Physician, leave the women's sections and go to the Photographic Section. They then 
go to the Pass Clerk's Section for the pass, badge and papers necessary to go to work, 
and then to the Service Section if necessary. They go to the yard through Elxit B. 

The clerical work and the records are cared for in the Clerical Section. 

Employees who wish to quit or require other adjustment are interviewed in the 
Adjustment Section. Upon either side of this Section is a Waiting Room, one for men, 
the other for women. Questions of housing, transportation, restaurant facilities, recre- 
ation and general service for employees are handled in the Service Section. Publications 
of the company, especially the plant newspaper, are prepared in the Publication Section. 

The Elmployment Manager's Office is so situated as to enable him to keep in close 
touch with the hiring, the adjustments, and the service work. A Waiting Room 
adjoins it. 

The plan A — square building — on page 24, contains the same general features as the 
long building shown on the opposite page. Conditions, however, may make a building 
of this shape desirable either to fit into a special location or to better fit in with other 
existing conditions. 

APPROXIMATE COST 

( Wood Construction $21,735.00 

Floor Plan A— Long Building | ^^^^^ ^^ Concrete $24,150.00 

( Wood Construction $22,389.00 

Floor Plan A— Square Building jj ^^^^^ ^^ Concrete $25,988.00 
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BASIS OF ESTIMATED COSTS 

The approximate costs given in connection with the 
accompanying plans were determined for building with flat 
roofs, and from the following basis : 

Brick, in place $40.00 per M. 

Concrete, in place 60 per cu. ft. 

Rough frame, in place 07 per sq. ft. 

Finished floor, in place 09 per sq. ft. 

The estimated costs do not include fixtures and equip- 
ment. 
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PLAN C 

For Plants Up to 2,000 Employees 

The applicant enters the Waiting Room, then passes to the Interview Section. If 
rejected by the Interviewer, he leaves through Exit A, but if hired, he goes to the Appli- 
cation Recording Section to complete his application record. When there Is a rush of 
applicants, the Interviewer should briefly Interview each, sending those whom he 
approves to the Application Recording Section to fill out the routine part of their appli- 
cation records until he can call each of these applicants back for the final Interview. 

Each applicant who is hired by the Interviewer, when his application record has 
been completed, leaves it in the Application Recording Section with the clerk who 
inspects applications, and goes to the Physical Bteimination Section, where he is 
examined, 

If the applicant Is found physically unfit for the job for which he was hired, he 
returns to the Interviewer for another assignment. If his physical condition is such 
that he cannot be used, he leaves through Exit A. If accepted by the Physician, he 
passes to the Photographic Section, where he is photographed for his pass. He then 
enters the Pass Clerk's Section, where he receives the pass, badge and papers necessary 
for him to go to work, and then goes to the Service Section If necessary. He goes 
to the yard through Exit B. 

The clerical work and the records are cared for In the Clerical Section. 

Those who wish to quit or require other adjustment are Interviewed in the Adjust- 
ment Section. Questions of housing, transportation, restaurant facilities, recreation and 
general service for employees are handled in the Service Section. 

The Employment Manager's Office is so situated as to enable him to keep in close 
touch with the hiring, the adjustments and the service work. 

APPROXIMATE COSTS 

J Wood Construction $6,760.00 

Plan C 



! 



Brick or Concrete $7,600.00 
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It is more economical and more expedi- 
ent to spend five or even ten minutes in 
properly placing the new worker than 
it is to spend two hours or sometimes 
two days in trying to replace him. 
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FOREWORD 

This Bulletin treats of definite methods to be followed in the process of 
selection and placement of the new worker, or how to hire him and get him 
to" the job. 

Hiring workers for jobs for which they are not well suited results 
often in poor work, spoiled material, failure to make maximum use of 
equipment, dissatisfaction on the worker's part, and frequent dismissals 
and quits. These conditions seriously retard production and make for 
definite financial loss. 

The procedure outlined presupposes a centralized Employment Depart- 
ment of the general type described in the previous publications issued by 
the Employment Management Branch of the Industrial Relations Division. 

In all cases, emphasis has been placed on the necessity of making the 
employing process a means of promoting better adaptation of workers to 
the work to be performed in industry rather than the elimination of 
workers from employment, in the belief that this in turn not only makes 
specifically for increased production but also generally for the mutual 
advantage of all concerned. 

DwiGHT Lowell Hoopingarner, 

Head, Employment Management Branch, 
Industrial Relations Division. 
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SELECTION AND PLACEMENT 
OF THE WORKER 

General Careful selection and placement of the new worker pre- 

Factors in vents many of the problems that otherwise arise among 

Selection and ^jjg working force. Placing the worker on one job when 
he is better adapted for another not only results in poor 
work and often spoiled material, but also in failure to make maximum use 
of man power and physical equipment. Dissatisfaction on the worker's 
part often follows, which greatly enhances the number of dismissals and 
quits. These are conditions that interfere with production, and, therefore, 
result in definite loss both for the company and the worker. 

Repeated hiring of men to replace others who have left their jobs 
causes an endless round of waste. Failure to keep the proper number of 
men on the payroll and absenteeism and tardiness on the part of those on 
the payroll also go hand in hand with unnecessary replacements in further 
increasing this waste and also in the general loss of man power. Then, 
too, even though the worker stays on the job, if he is not fitted for it, he 
finally will lose interest in his work. In any case, the effective effort of the 
working force is reduced. This not only causes loss to the worker, but 
causes additional hardships on the employer by greatly increasing the 
number required on the payroll. These conditions are to a large extent 
avoidable, as they are in many cases due to misplacement of workers. 

Selecting the right man and placing him at the right job is one of the 
most important factors in the solution of these problems. To choose 
workers efficiently from among the applicants as they appear at the plant 
requires that 

(1) The Employment Department must know the number and kinds 
of jobs to be filled. 



Note : The general course of procedure which the applicant goes through in being hired is 
described in Bulletin II, "The EJmployment Building," previously Issued. The discussion In the 
present Bulletin assumes the establishment of the sources of labor supply. 
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(2) The Department must thoroughly understand the detailed 
requirements called for in each job. 

(S) The qualifications of the individual applicant for a particular 
job must be judged rightly. 

The number and kinds of jobs to be filled are determined by the 
requisitions of the department heads and foremen. The detailed require- 
ments of each job are ascertained by an analysis of the jobs within the 
plant. Judging rightly an applicant's qualifications for a particular job 
requires that the interviewer who has this responsibility not only be a 
skillful judge of men, but that he also know each job's requirements, 
and each applicant's training, experience, and adaptability for the 
particular work. 

Definite methods to be followed in hiring the worker from the time 
of his appearance at the Employment Department until he begins work at 
his job are described in the following pages. The steps in this process 
constitute some of the more fundamental ones that make ^or careful 
selection and placement. 

The Interview In employment procedure no step is more fundamental 

— General than the interview of the new worker. It aims 

Requirements 

(1) To determine the applicant's qualifications for a particular job 
so that he may be properly placed to the mutual advantage of 
his employer and himself. 

(2) To give the applicant a favorable and correct impression of the 
company. As this is the applicant's first impression of the 
plant, he is very likely to reflect the treatment here given him 
in his future attitude toward the company. Fair treatment at 
this time will obviously encourage a friendly spirit among the 
applicants who become employees of the plant, but whether 
applicants are accepted or not, it will serve to strengthen the 
company's reputation as an employer in the community. In 
any case, it is a consideration due the applicant. 

10 
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(S) To establish a basis of intelligent follow-up for the new 
employees. Mutual understanding between the interviewer and 
the new employees links the employees closely to the Employ- 
ment Department and the company, and often prevents difficul- 
ties from arising later among the workers. Even when such 
questions of adjustment as transfers, promotions, or even 
grievances arise later, the department is in a position to best 
serve as the agency for proper adjustment if it has already 
established proper relations with the worker. 

(J^) To establish a personal and co-operative relationship between 
the employer and the employee, on a rational basis. 

Method: The detailed methods for the individual interview will 
vary according to the requirements of the particular case in hand. The 
nature of the interview will depend upon the experience, education, and 
character of the applicant and upon the personal qualifications of the 
interviewer, as well as the nature of the job to be filled. This does not 
mean, however, that there are no rules to be followed and that the general 
principles of procedure cannot be standardized to good advantage. 

In the first place, every applicant seeking a position should be given 
the courtesy of an interview, whether he receives employment or not. 

Again, it should be borne in mind that to the applicant the interviewer 
represents the company. Hence, in order to obtain the fullest results from 
the interview, every interviewer should be a man whose very appearance 
and action command respect, and invite confidence in relation to the work 
for which he is selecting. At the same time he should, by being congenial 
and business-like, make the applicant feel at ease. Patronizing, however, 
should be rigorously avoided: 

The interviewer should not hesitate to explain that his purpose is to 
help the applicant to find the work for which he is best suited. If the 
interviewer must reject the applicant he should treat him with all consid- 
eration possible. Such intelligent and sympathetic interview of an appli- 
cant makes it much easier to secure the information wanted to the best 
advantage of both the worker and the company. 

11 
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The good interviewer will not forget tliat the process of. hiring 
involves not merely the acceptance of the applicant for the job, hut also 
the intelligent acceptance of the job by the applicant. When the company 
offers the worker a job and the worker accepts, that worker has made an 
investment in the company just as truly as the company has made an 
investment in the worker. 

In general, there are six considerations from the worker's standpoint, 
according to which his case should be judged by the interviewer and 
himself : 

(1) The economic, or the remuneration he receives. 

(2) His relative position in the organization. 

(3) His possibilities for the future, or opportunity for promxttion, 
or placement elsewhere if desirable. 

(If) Working conditions and surroundings. 

(5) Relation of plant to home. 

(6) General social advantages. 

In the consideration of these matters the interviewer should have the 
point of view of a friend and counsellor, looking at the problem from the 
worker's point of view as well as that of the company, and put up concrete 
situations and questions for discussion. Then the worker will retain his 
openmindedness and interest, take an active part in the discussion, and 
make intelligent judgment of the case. The interviewer, of course, should 
be skilled in giving the right kind of leading question,, and allow the 
worker a chance to think. 

The applicant should be told the conditions relating to exposure to 
cold, wet, dust, and hazards, or other things about which he has a right to 
be informed. Due care should be exercised not to mislead him by giving 
him too favorable an impression of his prospective job.. It is better to 
underestimate slightly than to overestimate the possibilities of the job- 
While the examination of the applicant must be thorough, it should 
not be so lengthy and involved as to tire and discourage the worker before 
he even starts to work. 
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Prerequisites In order to meet the requirements of the plant and to 
To the Inter- intelligently place the applicant, the interviewer must 
^*®^ have regular requisitions from the foremen which will 

inform him of the number and kinds of jobs vacant. He must also have 
the specifications of the various jobs clearly in mind. This necessitates 
that he have a systematic requisition for help, knowledge of what position 
should be filled first in case of unavoidable delays in securing help, and 
carefully prepared job specifications for each job. 

The Requisi- PURPOSE : The requisition for help is systematically to 
tion for Help inform the Employment Department of the exact needs 
of each foreman, such as the class of help wanted, the 
number required, when wanted, and the rate of pay offered. When prop- 
erly filled in and signed, the requisition serves as full authorization for 
the Department to hire. 

Such a regular requisition for help as this is of value not only to 
systematize generally the records of labor requirements, but also to pre- 
vent misunderstandings and to place appropriately the responsibility for 
the various steps in the request and securing of new workers. 

Method: The foreman should always send in requisitions for help 
just as soon as he finds out what his requirements are so that the Employ- 
ment Department may have as much time as possible to get the best 
qualified persons for the jobs open. 

As indicated, the foreman issues this form, giving, in addition to the 
class of help wanted, the number required, when wanted, and the rate of 
pay, the yard number, the building or department number, the shift for 
which the help is wanted, and the date issued. 

He further signifies on the requisition whether or not he can use 
men from the training school, any special qualifications necessary, whether 
or not the position is permanent or temporary, and his reasons for request- 
ing any additional help. He signs the requisition and has it approved by 
the General Foreman and Superintendent, and then forwards both original 
and duplicate to the Employment Department. 

13 
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As soon as the Employment Department receives the requisition 
properly approved, it records the information on the Job Specification 
Card, files the original, signs the duplicate, when the duplicate is used, and 
returns it to the foreman for his records. 

Priority of PURPOSE : When there are not enough workers to supply 
Labor the demand some question may arise as to which depart- 

Requisitions ment's requisitions should be filled first. Determining the 
priority of the various departments in securing their help in these cases is 
therefore necessary. 

Method: The Employment Department is rarely in a position to 
determine this alone. It is usually a question to be settled in conference 
between the Head of the Production Department and the other department 
heads concerned and the Employment Manager. Under ordinary circum- 
stances the Employment Department should endeavor to fill the requisi- 
tions in the order in which they have been received. 

In this connection, regular systematic conferences between the Head 
of the Production Department, the Head of the Engineering Department, 
and the Head of the Employment Department should be held to determine 
as far in advance as possible the future labor requirements. These state- 
ments of requirements should be derived from carefully prepared esti- 
mates of the force required for each trade to maintain the production 
schedule at minimum cost, at the same time providing for proper hours 
and conditions of work. 

Job Purpose : The Job Specification provides in a systematic 

Specifications and handy form a record of the essential requirements for 
each job in the plant. 

The preparation of careful job specifications is also fundamental to 
any adequate system of wage or salary standardization, forms a basis for 
promotions and transfers and general organization of the work, and is 
one of the first steps necessary in determining the basic requirements for 
introducing any mental tests and trade tests in the process of proper 
selection and placement and in careful foUowup and adjustment. 
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Method: The best way to ascertain the requirements of any job is 
to prepare a standard set of points to cover all the jobs. The following is 
a list of points which are suggestive of what such a job analysis should 
include : 

(1) Department and Foreman. 

(2) Name of Job — including other names by which job is knovra. 

(3) Occupations Most Nearly Allied. 

(4) Rates and Shifts — in addition to shifts, include hours, D. W. 
or P. W., starting rates, eventual average earnings, opportuni- 
ties for promotion. 

(5) Description and Requirements of Work Performed — in 
addition to description of actual operations performed in doing 
the work, include such points as whether the work is a con- 
tinuously repeated operation or involves a variety of activities, 
whether it is individual or group work, the time required to 
learn it, and the extent to which supervisory ability is 
necessary. 

(6) General Working Conditions — ^to include such points as 
whether work is inside or outside, wet or dirty, rough or close, 
heavy or light, and whether it requires a person who is quick 
or slow, whether it is necessary for the operator to be in a 
sitting or standing position, upright or stooped. A statement 
of the hazards involved, together with the possibility of 
reducing these hazards, should also be given. 

(7) EXPERIENCE Required. 

(8) Physical Requirements. 

(9) Mental Requirements. 

(10) Formal Education. 

(11) Training Facilities. 

(12) Special Requirements — such as age preferred, nationality, 
and similar points. 

15 

Digitized by Microsoft® 



It is not to be assumed that this suggested outline should necessarily 
serve for a complete analysis in all cases, as some positions will require 
certain additional trade specifications. 

Such an analysis of any job should be kept on file in the Employment 
Department and every interviewer should thoroughly familiarize himself 
with it. In order to have this material readily accessible for use in hiring, 
the essential requirements of each job should be entered upon a Job 
Specification Card.^ 

The preparation of these Job Specifications should always be done in 
co-operation with the head of the appropriate department for the par- 
ticular trades and occupations in each case. This procedure not only per- 
mits of a closer analysis of the fundamental requirements for use by the 
Employment Department, but it also gives a very good medium through 
which to establish a friendly and intelligent basis of co-operation between 
the Employment Department and the heads of the other departments. 

Generally, as many job specification cards are made out as there are 
trades for each department head or foreman to requisition men for those 
jobs. For convenience, these are then classified in the Employment 
Department under the name of the person or department authorized to 
make requisition for workers of the given trades. If requisitions for any 
particular trade or job are authorized to come to the Emplojrment Depart- 
ment from only one man in the plant, then there will be only one job 
specification card for that job. For example, if five foremen have authority 
to call for calkers, there should be five job specification cards for calkers. 

It is often found quite convenient to combine the Job Specification 
Card with the record of requisitions made and filled, thus also serving as 
a record of the amount of help requisitioned and the amount hired for each 
vacancy. This record card, under normal circumstances, can be made to 



Noih: The Employment Management Branch of the Industrial Relations Division has issued 
a Special Bulletin, "Aids to Employment Managers and Interyiewers on Shipyard Occupations," 
which giyes a description of the principal jobs in the shipyard. The bulletin does not aim at a 
complete statement of the job specifications as such, and the information should be supplemented 
when necessary by special studies by the Employment Manager in consultation with the department 
heads. The supplementary information will vary according to local conditions, as for example, the 
opportunity for promotion in any job, the organization of the departments in relation to the 
various trades worked at, etc. . 

> See Page 42-43 for Job Specification Card. 
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last over a long period of time, and thus eliminates the necessity of enter- 
ing the specifications each time a requisition is made. 

The Purpose: In most plants it is advisable to divide the 

Preliminary interview into two parts, the first of which is the prelimi- 

nterview j^^j.y. interview. The preliminary interview is designed 

(1) To give every applicant a reasonable opportunity to present his 
case in a personal way. 

(2) To divide the skilled workmen from the unskilled. 

(3) To pass in turn on each applicant's general qualifications and to 
determine whether he merits a more thorough interview by the 
final interviewer. 

(A) To assign each applicant to the proper interviewer for the final 
interview. 

(5) To handle with dispatch the newly arrived applicants and avoid 
congestion in the waiting-room. 

The preliminary interview thus permits every applicant to be given 
the courtesy of an interview, and reduces to a minimum the space, equip- 
ment, time, and staff required to interview all applicants whether they are 
employed or not. 

Acceptance of the applicant by the preliminary interviewer does not 
mean that the applicant has been hired. It simply means that the applicant 
is eligible for further consideration by the specialized interviewer. This 
point should be made clear to the applicant as he proceeds. 

Method: If method number one^ is used to direct the applicant 
when he enters the building, the preliminary interviewer should call each 
applicant in turn by number. If method number two is used, he should 
beckon the man first in line each time into his office. 

As the preliminary interview is meant to determine only the general 
fitness of the applicant, it should be brief. It requires a man who has a 
general knowledge of the requirements of the entire plant and who is able 



1 The discussion here assumes that the Initial steps on the part of the applicant relating to 
entrance and waiting room procedure, as given on Pages 9-10 of Bulletin II, have already been taljen. 
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to exercise the greatest discretion in classifying those approved for further 
interview and in rejecting only those unqualified. It can readily be seen 
that to make the accurate and rapid judgment required calls for the best 
generally qualified man in the Employment Department next to the 
Employment Manager. This usually will be the Assistant Employment 
Manager. 

Because this interview is short, the interviewer, if he is at all in doubt, 
should accept the applicant for further interview rather than rejecting 
him entirely. 

At the preliminary interview it is preferable for both the interviewer 
and the applicant to stand. 

// the preliminary interviewer approves the applicant he should send 
him directly to the final interviewer who is to pass upon his special quali- 
fijcations. If the final interviewer is already husy, the applicant may wait 
in the Application Recording Section. 

If the preliminary interviewer rejects the applicant, he should have 
him leave through a door which will permit him to go without the knowl- 
edge of the other applicants. 

The Final PURPOSE: The final interview is designed to select the 

Interview right men for the particular job from among the group of 

applicants previously chosen as being generally desirable. 
It is not enough merely to fill the requisition with a man. 

The final interviewers should possess not only the general qualifica- 
tions referred to earlier in this Bulletin, but should be familiar with the 
technical requirements of the occupations, knowing the methods and tools 
*in use in those occupations in order to determine correctly the applicant's 
fitness for the work. 

The interviewer should have the Job Specification Card before him 
so as to call to mind easily the essential requirements of the job to be dis- 
cussed. This should be supplemented by any other desirable information. 
It is taken for granted that the interviewer will depend upon his personal 
knowledge and experience of the jobs for much of his information in 
determining the applicant's fitness for the work. 

18 
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It is advisable for the interviewer to have convenient, for use when 
necessary, any diagrams and tools that will be of use to him in helping 
him to determine whether the applicant is really qualified for the position 
under consideration. 

In placing the worker the interviewer should bear particularly in 
mind: 

(1) The jobs which the applicant is best qiuilified to fill. 

(2) The needs of the plant. 

(3} The applicant's own needs and viewpoint. 

Sometimes for the good of the applicant it may be expedient, when the 
position for which he is best fitted is not opeif, to give him work which will 
enable him to be of service, though somewhat limited. In some cases also 
it may be advisable to place the applicant in some job in which he can 
show sufficient skill to help meet the requirements, even though it may 
not be the job for which he is best adapted. Generally speaking, however, 
placing a man in this way is unsatisfactory. 

If the applicant is found to be unfit by the final interviewer he should 
be courteously dismissed and directed to pass out so as not to come in 
contact with the other applicants. If there is no present job that he can 
fill, but he is a desirable man, the interviewer should make out an applica- 
tion record to be placed in a "prospect" file, in order that the applicant 
may be reached, if available, when there is a job for him. For matters 
of convenience this file should be arranged by trades and it should be 
cross-indexed with an alphabetical name file. 

The analysis and classification of the applicant's qualifications should 
be made by the final interviewer at the time the applicant is hired. 

If the interviewer feels that he can place the applicant he should pro- 
ceed with the application record as a basis for recording the desired facts. 

The Application Record^ should, in all cases, be in the possession of 

the final interviewer while the applicant is being iiiterviewed, at which )!^^,?^ ^. 

Application 

time all questions where the judgment of the applicant's ability enters Record 
should be filled in by the interviewer so that the information will serve 
as a guide to the later steps of the process of hiring and adaptation. 



' See Pages 44-46 for Application Record. 
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The purpose of the Application Record is to assist the Employment 
Department in the selection and placement of the applicant according to 
his qualifications and past experience, to assist in classifying a new 
employee for further reference in case of transfer and promotion, or other 
adjustment, and to furnish adequate data for the purpose of compiling the 
employee's personal record. 

The advantages of this method of getting facts about a new employee 
at the time of hiring as opposed in the rough and ready method are: 

(1) It assists in getting adequate data at the time of hiring. 

(2) It helps to standardize data. 

(3) It forms a definite basis for the final interview, and necessitates 
careful consideration on the part of the interviewer before he 
hires an applicant. 

(4) It provides desirable means for recording the initial impres- 
sion of the Interviewer as to the new employee's qualifications 
for training for special responsibilities. 

Suggestions have sometimes been made to the effect that the use of 
a record for recording the important facts regarding the new worker 
should be limited to only a very few points. To the careful observer, 
however, it will be apparent that under the desired industrial conditions 
and general social surroundings, it is highly desirable to have a consid- 
erable body of facts on record regarding the worker. 

This is necessary not merely in helping to select the best qualified 
worker on the basis of the considerations previously shown, both to him- 
self and the company, but it is particularly necessary as an aid in pro- 
tecting the bona fide and conscientious worker from disturbance in his 
work by undesirables who may wish to gain employment for wrong pur- 
poses. For example, aside from facts relating to experience and skill 
proper, it is very desirable to have information on such points as: the 
worker's chief occupation — his not having one might prove quite signifi- 
cant; former place and conditions of employment or non-employment, as 
the case may be; his nativity; citizenship status; the type and extent of 
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his schooling, together with the languages spoken ; and the general social 
surroundings under which he is living. 

The worker who is already giving his best efforts to production has 
a right to feel that reasonable care is being exercised on the part of his 
employer to prevent him from being disturbed in his opportunity for 
regular and productive work by one who, through perverted social view- 
points and failure to realize the advantages of co-operative organization 
on the part of those interested in production, may attempt to interfere with 
regularly established methods of management and adjustment, when 
adjustment becomes desirable for the best interests of all concerned. 

Under the heading, "Occupational Groups," the interviewer records, 
checking in as indicated, the degree of expertness which the applicant pos- 
sesses in any of the general occupations and the length of service in each. 

Under the heading, "Particular Job," the interviewer records the indi- 
vidual jobs in which the applicant has had the most experience, in accord- 

» 

ance with the general "Occupational Groups." 

Under the heading, "Personal Rating," which is to be iised for higher 
grades of help, the Interviewer is to check as to the new employee's appear- 
ance and manner, general intelligence, reliability and supervisory ability 
as far as he is capable of judging, but under no circumstances is this to be 
considered as a final rating, as it is only for the purpose of getting a line 
on the new employee for further follow-up and adjustment, such as train- 
ing for sub-foreman, assistant foreman and foreman, leading man, 
quarterman, etc. 

Under the heading, "Best Fitted For," the spaces under "1," "2," and 
"3" provide for the occupation for which the applicant is judged to be best 
fitted, classified according to the interviewer's judgment as first, second, 
and third, upon the basis of the applicant's qualifications and not according 
to what jobs may be open at the time of the interview. 

The Interviewer enters on the Application Record the Department the 
applicant is hired for, the class of work he is to perform, the date he is to 
report for work and the rate of pay he is to receive, and has the applicant 
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sign to signify that he has agreed to accept the conditions given. The 
Interviewer then signs his own signature for the purpose of future 
identification as to who hired the employee. 

If the applicant is hired he should be made thoroughly familiar with 
the conditions of his new job, and such other conditions of his employ- 
ment as the particular case may require. He should understand just 
what his work is to be; in what department he is to be located; the rate 
at which he is to be employed ; his hours of work, and the day upon which 
he is to report. 

Trade Tests PURPOSE: Among the recent developments in scientific 
, 1 1 I J methods of selection and placement in industry are the 
trade tests. These tests are based upon the actual performance of opera- 
tions involved in doing a- given task either directly or by discussion of 
points involved in these operations. They serve as an aid in determining 
skill in specific tasks. 

METHOD: There are three accepted methods of giving trade tests. 

(1) The Oral Method — in this case key questions involving the 
operations to be performed are given the applicant as an aid 
in getting desirable information regarding his experience and 
skill. 

(2) The Photograph Method — in this case some of the component 
parts of the work to be performed, or the tools of the trade 
under question, are reproduced and the applicant is asked to 
identify them and to state what they are used for in the 
particular tasks. 

(3) The Performance Method — in this case the worker is given 
certain tools and materials and is asked to perform a certain 
piece of work just"' as in the regular process of production. 

Requieements : It is apparent that the success of such tests depends 

' on their being prepared and given with the greatest care. Among the 

more important requirements are : that they be rigidly standardized on 

the basis of the product of known experts, as compared with the product 

of persons not skilled in the giveri tasks, judged by competent persons; 

22 

Digitized by Microsoft® 



that the time required in doing them be as brief as possible; that the 
essential elements of the task be used, and with as much simplicity as 
possible; that points be used on which one cannot be readily coached; 
that they be so arranged that one cannot pass them through mere book 
knowledge of the subject; and that the worker's degree of skill in the 
tests can be readily scorable from the product itself and dependent as 
little as possible upon merely the observation of the one who gives the test. 

In g,ddition to these requirements, there are several other considera- 
tions that must always be borne in mind: First, that the test should he 
related to production work proper, and based as little as possible on minia- 
ture reproduction of the parts of the job; second, that the applicant be 
given the opportunity not only to show his acquired ability and experience 
for the work, but also that he have a reasonable chance to show his ability 
for acquiring further skill in the work; third, that the tests be closely corre- 
lated with the work of the training department, which will enable them 
to be definitely related to production; and fourth, that they provide for 
the worker being placed on the payroll with dispatch at his proper rate. 

The introduction and use of these tests obviously presupposes that 
adequate organization and machinery for the regular employment work 
already be established, in order to insure proper administration of the 
work. Furthermore, it is essential that they be administered by a trained 
personnel acquainted not only with the technique of such tests but also 
their proper allocation in the process of selection and placement of 
workers. 

It cannot be held too prominently in mind that the most fundamental 
principle involved in methods of selection and placement is to determine 
those methods that will make for the better adaptation of workers to their 
jobs rather than the elimination of workers from employment. The press- 
ing problem is to help the worker to become placed in the position that 
enables him to give forth his efforts in productive employment to the 
best advantage of himself and industry. Negotiations between him and 
the employer, therefore, involve this underlying principle, which should 
be considered very carefully in relation to any particular job for which 
the worker may be considered. 

23 



Digitized by Microsoft® 



It is not sufficient merely to determine the worker's acquired skill 
in a specific task without consideration of his general adaptability for the 
type of work that a given trade requires, in order to form a basis for 
judging the advisability of his pursuing definite training for that line of 
work as compared with other possible lines of work. 

If the worker applies for a position and is trade tested, assuming 
that the trade tests are only tests for degree of acquired skill, one of 
two things can happen: (a) he passes, or (b) he does not pass. There 
are certain gradations, of course, as to the particular degree of skill shown. 

If he does not pass, what shall be done? He might within six months 
or a year later be a very much better worker in the specific task for which 
he was trade tested for acquired skill than many workers who might 
pass the same test for acquired skill. Again, he might be very well 
adapted for another line of work in the same plant. 

If it is assumed, on the other hand, that the worker does pass the 
test for acquired skill, it might be bad both for production and for the 
worker himself for him to be placed on that given task, because of the 
fact that he might be very much better adapted for another type of 
work. To illustrate, a person might pass with a very high mark a trade 
test as boilermaker, but it might be much better for him to become a 
mold loftsman. 

Without the knowledge, therefore, of the worker's relative aptitude 
for several possible lines of work, the value of the information, however 
correct it may be, as to his acquired skill in a given task becomes limited, 
and there is danger of placing too much emphasis upon what are known 
as trade tests or any other means for determining acquired skill only. 
Granted that trade tests determine the degree of acquired skill that the 
worker possesses in the given task, they can be used only as one among 
the various aids in getting as much desired information about the worker 
as possible. In so far as the trade tests throw light on the worker's 
general adaptability, in addition to acquired skill, for a definite line of work 
either for immediate placement or for training along that line of work, or 
are used along with reliable information as to his general ability and special 
aptitude, they become of increasing value. 
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Special In the case of certain jobs it may be necessary for the 

Interview foreman to judge beforehand an applicant's special fitness 

y roreman f^^. ^-^q job and, in such cases, if the interviewer has found 
the applicant otherwise acceptable, he should send him to the foreman. 
It is only in a comparatively few cases that it will be necessary to 
consult the foreman beforehand. In most cases the interviewer should 
make the assignment or rejection of the applicant himself, the foreman, 
of course, having the right to approve or reject the man when he reports 
for work. 

When sending him to the foreman the interviewer should make out 
the Special Interview Blank,^ place it in a sealed envelope and give it to the 
messenger who is to accompany the applicant. After the foreman has inter- 
viewed the applicant he should report his decision upon this same blank, 
noting in case of rejection his reasons, and sign and return it in a sealed 
envelope to the Employment Department with the applicant, by messenger. 
If the applicant has been rejected by the foreman, the final interviewer 
should either assign him otherwise or, if unable to do so, reject him finally. 
If the applicant has been accepted by the foreman the interviewer should 
then make the necessary entries upon the Application Record. 

The worker, after being hired, should then pass to the Application 
Recording Section so that the balance of his application record may be 
made out. 

Recording of PURPOSE : The purpose of this step is to complete the 
Application application record of the newly hired worker and to 
furnish him with the necessary authorization to proceed 
with the succeeding steps of consulting the physician regarding the posi- 
tion for which he is hired, having the photograph and permanent pass 
made, and securing information regarding employee benefits. It will be 
noted that this is done only after he has been approved by the final inter- 
viewer as satisfactory. 

Method : Two methods may be employed in making out the remain- 
ing parts of the application record not filled in by the interviewer. It 
may be done either by the applicant himself or by the Recording Clerk. 



1 See Page 51 for Special Interview Blank. 
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Where it is the general custom for the applicant to make out his own 
application, and any individual applicant is unable to do so, a trained clerk 
should make it out for him. When the applicant makes out the record 
himself, he must be given whatever assistance he may require to do it 
correctly. In small plants this help can be given by the inspector of appli- 
cations and in larger plants by as many Recording Clerks as may be 
required to care for the larger number of applicants. All questions for 
the applicant to answer are self-explanatory. 

In plants where recording clerks make out the routine part of the 
application records, they must take care to ask questions courteously, 
intelligently, and -systematically, and receive careful answers. It is pre- 
ferred, yet not necessary, that the Recording Clerks have a knowledge of 
typing. After the Recording Clerk has made out the record, the applicant 
should read it carefully and then sign in the presence of the Recording 
Clerk, who should also sign underneath the applicant's signature. 

While the application record calls for no information that is not abso- 
lutely needed under present economic conditions, it is not necessary to go 
into such detail with the unskilled worker. The extent of the detailed 
information required for local plants, however, should be decided by the 
Employment Manager and officials of each plant. 

In all cases classification of the work the applicant is best fitted for 
and the personal ratings are made and entered by the final interviewer. 
Thus the applicant or the clerk who acts for him makes out the record only 
up to the point where judgment of the applicant's ability enters. 

Care should be taken by the Recording Clerk that the information 
has been secured correctly. In case the applicant himself fills in answers, 
& clerk or inspector of applications should go over the record to be sure it 
IS properly filled in. The application should be checked against the index 
file to ascertain whether the applicant has had any previous connection 
with the plant. 

After the applicant has completed the filling out of his application 
record, he should leave it with the clerk who inspects applications or the 
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Recording Clerk, as the procedure may require, and should pass, in his 
turn, into the Waiting Room for Physical Examination. 



He should be given an Applicant's Pass^ which will permit to go Dispatch to 

Medical 
Examiner 



through the Physical Examination and Photographic Sections and to the ^^'"''^ 



Pass Clerk. The purpose of this form is to serve as a notice to the Medical 
Department, the Photographic Department and the Pass Clerk that the 
bearer has been employed, and is their notice to perform whatever func- 
tions necessary in these respective sections in the process of hiring the 
new employee. 

The interviewer fills in this form when he has hired the applicant, 
entering 

Date employee is to begin work. 

The new employee's name, 

His job classification number, 

The department he is to work in. 

Any special physical requirements. 
He then signs the card, giving it to the new employee and directing him 
to take it to the Medical Department after completing his application 
record. 

The pass which the applicant has received should bear the same 
number as the application record and should state in the code of the Job 
Specification Card the job for which the applicant is being considered 
and also in code its physical requirements. It should also provide spaces 
for the Photographer and Pass Clerk to indicate by their signatures when 
the applicant has passed through their respective sections. 

The Recording Clerk should then send the application record to the 
Pass Clerk in order that the latter may have the necessary papers ready 
for the new employee to start on his job directly after he is photographed. 

Physical PURPOSE : The general purpose of the physical examina- 

Examination tion is to insure the proper adjustment of employees of 
their work by having a carefully conducted physical exam- 
ination of all workers at the time of their employment and by furnishing 



1 See Page 47 for Applicant's Pass. 
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a basis for .maintaining adequate methods of conserving the health of the 
employees throughout the period of their service with the company. 

It is thus a measure both of health conservation and of increasing 
production. The basic principle underlying such a measure is that in all 
cases the fundamental requirements for the mutual advantage of the 
employer and the employee should be kept clearly in mind, and that the 
physical examination is a means of promoting better adaptation of work- 
ers to their jobs rather than elimination of workers from employment. 

In this connection, it should always be borne in mind that such an 
examination furnishes a basis for giving proper consideration to the 
worker's physical defects as well as qualifications, thus helping him to 
be efficient. It is no more than right for the company to assume a 
reasonable responsibility for men of adequate ability and experience who 
may have some disability. Often such workers can be placed in positions 
of special capacity to the mutual advantage of all concerned. Furthermore, 
it is essential not only to care for the welfare of a worker individually, but 
also that of his co-workers. 

The present day employer recognizes that the output of his plant is 
not wholly determined by the type of buildings which house his business, 
nor by the amount and grade of machinery with which the plant is 
equipped, nor yet by the grade of raw materials used. He knows that 
all of these important elements of production are entirely controlled by 
the human factor — the men who operate the plant. He knows, further- 
more, that an adequate force of capable and contented workers — every 
one in a position suited to him — is one of the final considerations in 
determining whether the business will pay maximum dividends or not. 

Recently the enactment of Workmen's Compensation laws in many 
of the states has emphasized to a large number of employers the need 
for adopting the physical examination as a factor in the selection and 
placement of their workers as a means of mutual protection. 

Attention also is called to the following quotation from the Com- 
mittee on Welfare Work, of the Committee on Labor (Samuel Gompers, 
Chairman) of the Advisory Commission of the Council of National Defense, 
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which was prompted to action in this regard by the need for greater 
consideration of the health of workers to maintain maximum production 
on war work. 

"It is the sense of this conference that the physical examination of 
workers is primarily a measure of health conservation and also 
essential to maximum production — a war necessity. 

"That the purpose of a medical examination is not to eliminate the 
worker from industrial service but to adapt him to the work he 
is physically fitted for. 

"THEREFORE BE IT RESOLVED, In view of the publicly 
announced policy of the Government centralizing the recruiting of 
labor in the United States Employment Service, that this con- 
ference recommend that the medical examination of the workers 
be one of the functions of the government labor recruiting agency. 
"It further recommends the establishment of a central examination 
board, composed of representatives of the workers, employers, and 
the Government. 

"That this board issue examination cards indicating the health of 
the workers and classify according to physical fitness. 
"Such a system of centralizing physical examination of workers 
does not prevent employers from maintaining their own system 
of physical examinations and follow-up methods for the purpose 
of conserving the health of their workers." 

Thus the physical examination, as a part of the employment service 
of a plant, brings a two-fold advantage: 

1 — To the employer, 

2 — To the employee. 

1 — The employer's advantages: 

(a) The selection and placement of employees according to the 
findings of a reliable physician helps the employer reduce the 
number of accidents, which often are due in a large measure 
to improper placing of employees. 
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(b) The system reduces the time lost from production through 
accident and sickness. 

(c) It increases production by providing a working force that 
is generally physically fit. 

2 — The employee's advantages: 

(a) The employee is given work for which he is physically fitted. 
A worker who has a weak heart or who is subject to spells of 
dizziness or excessive nervousness should not be placed on 
scaffolds or other high and unprotected places. 

(b) His health is protected by reason of the fact that he is pro- 
tected from exposure to fellow-workers who are suffering from 
or are carriers of communicable disease. 

(c) Through his own protection from communicable disease his 
family is protected. 

(d) By being selected for work for which he is physically fit 
individually, he is given a position that will not undermine his 
health and his attention also is early directed to any physical 
defect which would later tend to impair his ability to work 
profitably, thus giving him the opportunity to recuperate his 
health if it has been impaired previous to the time when he 
receives employment. A man with weak lungs should not do 
dusty work and a man who works in a strong glare or before 
furnaces should have eyes that are able to withstand the heat 
and excessive light. 

(e) His own protection from accident as well as that of his co- 
workers is greatly increased. The eyesight and heart of a 
worker operating a crane should be carefully tested because 
of the possible peril to other men in this work as well as to 
himself. 

(f ) His earning power is increased because he is given work for 
which he is particularly adapted. 

Large establishments in which the owners have recognized that they 
owe these considerations to their employees as well as to themselves 
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have had the physical examination with a thorough follow-up system in 
effect for a number of years. 

The benefits to be derived are great, both to the employer and the 
employee, and aside from questions of the personal health and content- 
ment of the workers, the money cost necessary to maintain an adequate 
system, through the reduction of accidents and sickness and increased 
effectiveness and production, is less than not to maintain one. 

Facilities for giving physical examination to workers at the time 
of their employment, as well as for proper follow-up methods, are pro- 
vided for in the layouts of the employment buildings given in Bulletin II, 
"The Employment Building," issued by the Employment Management 
Branch of the Industrial Relations Division.^ 

Method: The applicant, after securing his pass from the Applica- 
tion Recording Section, proceeds to the Physical Examination Section, 
where he takes his turn to be examined. It is often advisable to have a 
medical clerk in the physician's outer office to fill in certain portions of the 
medical history chart, such as height, weight, and age, and direct appli- 
cants to and from the dressing rooms. 

The applicant goes in turn to the dressing room and prepares himself 
for the examination, and then responds when called by the physician for 
the physical examination. 

The character of this examination naturally will be based upon the 
physical requirements of the particular job in the plant which the appli- 
cant is to fill. It should always include physical strength, heart, lungs, 
nervous system, and extremities ; eyes, ears, nose, mouth, and throat ; and 
should detect such diseases as tuberculosis and venereal diseases, and 
hernias and the like. 

The physician should then enter his findings upon a chart which he 
should keep on file in his department. He should note in code the rating 
necessary for the employment department's knowledge upon the applicant's 
pass and return the pass to the applicant. 



' A copy of the "Meflical Examination Record," recommended by the Committee on Welfare 
Work of the Council of National Defense, with slight revision, Is given on Pages 48-50. 
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Two methods are used here in dealing with the applicant according 
to his physical fitness for the work for which he was hired. 

(1) If the applicant is found unfit to fill the interviewer's assign- 
ment, the doctor should indicate the cause of rejection and 
make recommendations upon the pass. He should place this 

. in a sealed envelope and should return it, by the applicant, 
to the final interviewer who hired him, for reconsideration. 
If possible, the interviewer should then re-assign the applicant 
to work that he can do, consulting the physician again if he 
thinks necessary. In all such cases the Pass Clerk should 
return the application to the interviewer for corrections. If 
the applicant's physical condition is such that he cannot be 
placed he should be courteously dismissed. 

(2) If the applicant is accepted, the doctor should give the pass to 
the applicant and direct him to the photographer, or if the plant 
uses another means of identification, directly to the pass clerk. 

Means of PURPOSE : Adequate means of identification serve a three- 

Identification fold purpose: 

(1) It gives protection to the plant, 

(2) It prevents the payment of wages to any other person than the 
worker entitled to them, and 

(S) It protects the bona fide and conscientious worker from dis- 
turbance in his work by undesirables. 

Every employee should carry a pass which he should show whenever 
he enters the yard. The photograph as a means of identification is gen- 
erally considered preferable to the badge or any other means because it 
cannot well be transferred without detection, and thus makes it practically 
impossible for anyone not an employee to gain entrance to the plant. In 
some plants both a photograph and a badge are used, the photograph serv- 
ing as identification for entrance to the plant, and the badge serving as 
identification for employees moving about the plant. 
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In all cases in which the employee does not have the pass upon enter- 
ing the plant or the watchman is in doubt, the worker should be referred 
to the Employment Department for definite identification. 

Method: When the new employee is to be photographed he should 
present his applicant's pass to the photographer, who should then assign 
him a number. 

It is advisable that the number assigned by the photographer shall be 
that employee's number in all departments of the plant, and it is further 
suggested that, when possible the numbers run in continuously consecu- 
tive order, so that no possibility shall ever arise of two employees ever 
having had the same numbers. Under this arrangement the only time 
that a number will ever be re-assigned is when an applicant has failed to 
report for work initially. 

Two photographs of each employee should be made, one of which 
should be a part of the employee's permanent pass and the other filed in 
the employee's folder in the Employment Department, preferably attached 
to the application blank. As the photograph is also to serve as the 
employee's permanent pass, it should be taken so as to include not only 
the employee's picture, but his number, height and weight. 

After the new employee has been photographed he should pass from 
the photographer's room to the Pass Clerk's office and give his applicant's 
pass to the Pass Clerk. 

If only the badge is used for purposes of identification the employee 
may receive his badge by going to the Pass Clerk directly after his physical 
examination. In this case the Pass Clerk must be in touch with the time 
and pass departments in order to tally the badge number with the 
employee's number. 

The Pass Clerk should copy the employee's number from the appli- 
cant's pass upon the appHcation record. Meanwhile the Pass Clerk having 
the application record, should have made out the New Employee's Pass^ 
and card for notification of the new employee to the foreman. 



> See Page 54 for New Employee's Pass. 
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Issuance of PURPOSE : The purpose of the new employee's pass is to 
Pass serve as a temporary pass when a permanent one cannot 

be issued immediately to the new employee. If convenient 
to issue the permanent pass, it should be done at this time. 

Method: It is made out by the Pass Clerk as soon as he receives 
the new employee's application record, which is sent to him after inspection 
by the clerk who inspects the application, and from which he enters the 
necessary data as indicated. This pass will permit the bearer to enter the 
plant only through the Employment Department and not through the 
employee's gate. 

In many cases an employee will not wish to go to work upon the same 
day that he is hired, and if this is satisfactory to the Employment Depart- 
ment, the issuance of this pass serves to admit the employee upon the date 
he is to report. The date entered under "To Report" prevents the use of 
this pass before the time the employee is actually to go to work and the 
date entered under "Good Until" protects the yard against the use of this 
pass indefinitely. The other entries upon the upper part of this card 
serve to remind the new employee of the date upon which he is to report 
and the class of work he is to do. These entries also give the Employ- 
ment Department a record of the new employee immediately when he turns 
this pass in to receive a permanent pass. 

If the new employee fails to report for work the Pass Clerk should 
notify the interviewer at once. All papers should be held for a limited 
period, preferably three days. If no word is received from the new 
employee at the expiration of this time his papers should be destroyed or 
placed in a "dead" file and the employee's number sent back to the Photog- 
rapher for reassignment. 

Notification PURPOSE : The "Notification of New Employee" serves as 
of New the notice of the particular person hired, first to the fore- 

Employee jjjg^jj ^jj(j ^jjgj^ ^Q ^.jjg Payroll Department. It serves to 

notify the foreman of the name of the new employee, upon which shift he 
is to work, the class of work and the rate of pay and also informs the fore- 
man as to whether the new employee has reported upon the day he 
agreed to. 
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Method: It is given to the messenger to give to the foreman when 
he takes the new employee to him. The foreman signs in the space pro- 
vided for and returns the notification in a sealed envelope by messenger, 
if possible, not later than 3 P. M. of the day when the employee reports 
for work. 

Upon receipt of the "Notification of New Employee" by the Employ- 
ment Department from the foreman, properly signed, the Employment 
Department issues the Employee's Rate Card,^ which it sends, together 
with the "Notification," to the Payroll Department. 

The new employee, having received his pass, note of introduction to 
the foreman, and any instruction which the company gives concerning its 
policies and its facilities, goes to the Service Section, if necessary, but if 
not, passes from the Employment Building, accompanied by messenger, to 
go out to his job. 

In the Service Section problems of housing, transportation, restaurant 
facilities, recreation and general service for employees are handled. 

If the applicant has stopped at the Service Section and obtained advice 
or assistance, he goes from there, accompanied by messenger, to his job. 

As soon as the Pass Clerk has issued the new employee his permanent 
pass, he should turn over all papers relating to the employee to the clerical 
section, which should make out the employee's folder. Index Card," and 
rate card. The rate card should be sent to the Employment Manager for 
approval and then to the Payroll Department as soon as possible. The 
other records should be filed in the folder. 

New Purpose: The Employee's Rate Card is the initial noti- 

Employee s fication to the Payroll Department of the rate of pay for 
* ® **^ the new employee, as well as the regular record of the 

employee's rates. 

Method : It is filled out by the Employment Department for the new 
employee and is sent to the Payroll Department with the "Notification 
of New Employee," after the latter has been properly approved by the 



'See Page 56 for Bate Card. 
' See Page 61 for Index Card. 
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foreman and the Employment Department. The Payroll Department 
signs this notification card in the space provided and returns it to the 
Employment Department, retaining the Employee's Rate Card for their 
records while the worker is in the employ of the company. 

Introduction PURPOSE : Introduction to the job does not consist merely 
To Job in escorting the new employee to his foreman and setting 

him to work. The company should realize that while 
hiring the new employee and before he has gone to work, it has one 
of its best opportunities to stabilize its working force. It can win the 
employee's interest in his employer, and make him feel that he has been 
chosen because he is essential and welcome. A man's service after all, to 
a large extent, depends upon his interest. The detrimental effects of mere 
hearsay that sometimes reaches new employees serves to emphasize the 
importance of the company being first to properly acquaint its new 
employee with its methods and service. 

Method : This work, in addition to what the interviewer has already 
done, can be begun immediately after the employee has passed through 
all the necessary steps in the hiring process and is waiting to be sent 
out to his job. 

If the Employment Manager is not in a position to do this work him- 
self, he should select someone who can present the information in an inter- 
esting and convincing way. It is important that this person should 
thoroughly understand the nature of the work in the shipyard and the 
policies of the management. 

The information given should make plain to the new employee the 
use of the time clock, the hours of work, the payday, and the like. Further- 
more, it should include a simple and direct explanation of the yard's 
facilities, such as wash rooms, toilets, drinking water, lockers, restaurants, 
legal aid, savings and loan, and opportunities for recreation. 

While it often is best not to present in too explicit a manner the more 
personal relations of an intangible nature, it is well to give the new worker 
a reasonable basis for seeing what the opportunities for promotion are 
and that industry and ability will be regarded. He should be made to 
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feel that the Employment Department is interested in his progress and 
that it will be willing to assist him in any way possible. Again, however, 
this should not be done in a patronizing way. 

Sometimes an excellent plan to make these points more impressive is 
to illustrate actual working conditions with the stereopticon or moving 
pictures. The talk should be general in nature and should be supple- 
mented by a handbook of information which sets forth in detail the rules 
and regulations of the yard as well as all points of service work. Such 
procedure as this, of course, has to be worked out very carefully. 

In most yards it probably will be found best to conduct the employee 
to the foreman by messenger. It is far better to have responsible men 
instead of boys acts as such messengers. Under no circumstances should 
the employee be permitted to seek his place of work without being per- 
sonally conducted. If the yard is a large one it may be most economical 
to send out new employees by groups. 

All foremen should be familiar with the preliminary instruction to be 
given the worker. They are the first to feel its beneficial effect upon the 
worker, and should do all in their power to sustain the new employee's 
interest. When the worker comes on the job, the foreman should intro- 
duce him to his fellow workers and carefully explain the requirements of 
his job. He should tell him where he will find his tools, locker, toilet, 
drinking fountain, and restaurant. In general, the foreman, in addition 
to giving proper instruction on the work to be done, should do all that he 
can to sustain the favorable impression which the Employment Depart- 
ment has helped to create, in order that he may have a worker satisfied 
with his job and his surroundings and willing to stick to it and give it the 
best service of which he is capable. 
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SUGGESTED FORMS 



The following forms are exhibited as a basis for considera- 
tion in preparing and installing a system of forms for the selec- 
tion and placement of workers. Appropriate modifications of 
the individual forms herein suggested can be made to meet local 
conditions where necessary. 

For convenience, there also are included in this exhibit forms 
for handling such adjustments as change in rate, transfer, depart- 
mental termination, and pay-off, although these functions are 
not a part of selection and placement proper and are not discussed 
in this bulletin. 

It will be noted that throughout this system of procedure 
provision is made for the retention of appropriate authority 
by the department heads in each case for approving or initi- 
ating action, as the case may be, regarding the workers in this 
department. 
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OBiailfAL 





REQUISITION FOR HELP 






DEPT. 
YARD NO. 


BLDG. DATE 
WAY NO. SHIFT ISSUED 


Number 


Class of Help Wanted 


When Wanted 


Rate 
Per Week 


P. W. or 
D.W.Hour 













Can you use men from training department? 
Special qualifications 



LENGTH OF SERVICE 
Temporary — How Long 



Permanent 

REASONS 
Leaving Employee 



Transferred Employee 
Increase in work 



Signed Foreman 

Approved Gen. Foreman 

Approved Superintendent 



TO BE SENT TO THE EMPLOYMENT DEPARTMENT WHEN PROPERLY APPROVED 



DVPLWATE 



ACKNOWLEDGMENT OF REQUISITION 



DEPT. 
YARD NO. 


BLDG. 

WAY NO. SHIFT 


DATE 
ISSUED 




Number 


Class of Help Wanted 


When Wanted 


Rate 
Per Week 


P. W. or 
D.W.Hour 













Can you use men from training department? 
Special qualifications 



LENGTH OF SERVICE 
Temporary — How Long 



Permanent 

REASONS 
Leaving Employee 



Transferred Employee 
Increase in work 



S'g"ed Foreman 

Date received Date recorded 

Recorded by Date returned 

Signed Emp. Dept. 



TO BE RETURNED AS SOON AS RECORDED TO DEPARTMENT ISSUING 
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Description and Use of the "Requisition for Help" 

The purpose of the requisition for help is to inform the Employment Department of the 
exact needs of each foreman, such as the class of help wanted, number required, when wanted, 
and the rate of pay to be offered. Only one class of help is included on each requisition. 

The foreman issues this form, giving, in addition to the points mentioned above, the yard 
number, building or way number, the shift the help is wanted for, and date issued. 

He further signifies on the requisition whether or. not he can use men from the training 
department, and special qualifications necessary, whether or not position is permanent or 
temporary, and his reasons for requesting any additional help. He signs the requisition and 
has it approved by the General Foreman and Superintendent, and then forwards both original 
and duplicate to the Employment Department. 

As soon as the Employment Department receives the requisition properly approved, it 
records the information on the Job Specification Card, files the original, signs the duplicate, 
when duplicate is used, and returns it to the foreman for his records. 

The duplicate serves as an acknowledgment of receipt of the requisition by the Employ- 
ment Department, as well as a record for the foreman. It may be printed as the inside 
of a folded sheet so as to receive the carbon. 

The requisition for help should be made out at least two days before the help is wanted, 
if possible. 
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Description and Use of the "Application Record" 

The purpose of the Application Record is to assist tlie Employment Department in the 
selection and placement of the applicant according to his qualifications and past experience, 
to assist in classifying a new employee for further reference in case of transfer and promotion, 
or other adjustment, and to furnish adequate data for the purpose of compiling the employee's 
personal record. 

The front side of the blank provides for recording the applicant's history and experience, 
while the back side provides space for recording judgment of the worker's ability and skill. 

The Application Record should, in all cases, be in the possession of the final interviewer 
while the applicant is being interviewed, at which time all questions where the judgmemt of 
the applicant's ability enters should be filled in iy the intermewer, so that the information, 
will serve as a guide to the later steps of the hiring process. Details for the use of this 
form are given on page 19 of this Bulletin. 

It should be noted that for any one worker, only a few of the occupational groups are 
filled in, and that for the obviously unskilled the numl^r of points filled in is reduced to a 
minimum. 
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APPLICANT'S PASS 

Date 



Applicant's Name 
I. TO THE MEDICAL DEPARTMENT 



-.No. 



Job Classification No. 
Special Requirements . 



..Dept. 



Employment Dept. 

*■ 



Rating . 



Medical Dept. 



2. TO THE PHOTOGRAPHIC DEPT. 

Emp. Number 

Assigned by 

Applicant Photographed by 



3. TO THE PASS CLERK 

All Papers Examined by 

Work Pass Issued by 

Date 



Description and Use of the "Applicant's Pass" 

The purpose of this form is to serve as a notice to the Medical Department, the 
Photographic Department and the Pass Clerk that the bearer has been employed, and is 
their notice to perform whatever functions necessary in these respective sections in the 
process of hiring the new employee. 

The interviewer fills in this form when he has hired the applicant, then signs the 
card, giving it to the new employee and directing him to take it to the Medical Department 
after completing his application record. 
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Of.. 



MEDICAL EXAMINATION RECORD 

Age 



(Name) 



Address.. 



( Male (^"^"le"!) 
..Sex^*"^*, (Single) 
(Female (^jdowed) 



Color 

Previous Occupations 



. Weight Height.. 





L Affeabance: 


Deformities 


Remabks 


Geneba 


Malnutrition _ , 






Glands 










Skin: 






Diseases, Eruptions, Parasites 










Etes: 






With Glasses 
Near (R. (R. 


"•■■ ■-"••" ■ 




Vision (L (L. 






Distant (R (R. 






Vision (L (L. 










£ABS: 






(Right 






Hearing (Left 










Nose: 






Obstructed Breathing (Caused by ) 








Mouth 


AND 


Thboat: 


/ 1. Excessive number missing 






Teeth < 2. Excessive number decayed , 






\ 3. Pyorrhea 






Ulcerations 






Other disease conditions 
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Lungs : Abnormal physical signs 


Remabks 


Diagnosis 








Heaet: Abnormal physical signs 




Diagnosis 




Blood Pressure 








Nebvotjs System: Local Paralysis 


• 


Epilepsy 




Disease of nervous system 








Extremities : Deformities 




Varicose Veins 




Flat Foot 




Stiff Joints 




Geneeai,: HIernia 




Hemorrhoids 




Evidence of Active Venereal Disease 








Special Comment: 









Date of examination Signature.. 



Laboeatoet Diagnosis: 

Urine. Sp. Gr. Albumin.. 



Caste Sugar.. 



Sputum (Tubercle Bacilli, if necessary). 
Blood examination (if necessary) 



Remarks 



Natukb of Treatment oe Case Required 



Condition on Be-examination.. 



Date of examination.. 



Signature.. 
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Description and Use of "Medical Examination Record'' 



MAKE BOLD OIRGLE ABOUND ANY ABNORMAL CONDITION 

ABDRESS — Under this head inquire as to places of residence in preceding three months. 

PREVIOUS OCCUPATIONS — Inquire particularly as to exposure to hazardous occupations. 

GENERAL APPEARANCE — Note eruptions on skin, especially if communicable. 
Note presence of glandular enlargements of abnormal character. 
Under Deformities should be included loss of a limb or of part of a limb or the 
result of serious injuries or loss of eye and also faulty postural or spinal defect. 

EYES — Test Vision with Snellen Test Type, at a distance of 20 feet if practicable, or, employ 
Snellen Reverse Type card placed beside applicant and reflected in mirror at a 
distance of 10 feet. 

When sight is defective and glasses are obtained to correct same, tests should be 
made with glasses to ascertain their adequacy. Under diseases note any opacities 
of cornea or other causes of defective vision as well as infectious eye conditions. 

HEARING — Test with ordinary dollar IngersoU watch held at a distance of 2 feet from 
the ear. 
Under diseases note particularly chronic purulent Otitis media. 

TEETH — Even when a relatively large number of teeth remain, note whether enough are 
in opposition for purposes of mastication. The presence of Pyorrhea should be 
determined by making pressure on the gums. 

MOUTH — Note particularly presence of mucous patches of secondary syphilis. 

LUNGS AND HEART — ^Record physical signs that indicate evidence of abnormal conditions. 
Whenever practicable in examining persons over 49 years of age, record systolic 
and diastolic blood pressure readings. 

NERVOUS SYSTEM— In examining for epilepsy note particularly presence of scars on 
tongue. Examine reflexes (ocular, knee jerks, etc.), if there appears to be suspicion 
of nervous or mental disease. 

EXTREMITIES — The presence of disabling deformities should be particularly noted. Note 
especially ulcers. 

SPECIAL COMMENT— Under this head, it is desired that the medical examiner should 
summarize all the abnormal conditions found by him and make a plain and direct 
statement, indicating whether any of these conditions or all of them combined 
would tend to disqualify the applicant from general physical labor or from special 
forms of physical exertion. 
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SPECIAL INTERVIEW 

Mr Dept Date 

The bearer, is sent in accordance with your 

requisition of date for 

Please fill out Form as indicated, enclose in sealed envelope, and return with applicant. 

EMPLOYMENT DEPARTMENT 
Per 

Applicant is acceptable and may start work on 

(Date) 

as .at rate of 

(Class of work) (Per hour or week) 

Applicant rejected on account of 



Dept Per. 



Description and Use of "The Special Interview" 

The "Special Interview" blank is to assist the Employment Department in arranging to 
send special applicants to the foreman or superintendent beforehand for interview before 
hiring them. 

It is signed by the Employment Department, placed in a sealed envelope and given to 
a messenger, who is instructed to take the applicant to the person to whom the envelope 
is addressed. 

The foreman or superintendent signs at the bottom in the space provided, indicating 
what action he approves, giving reasons in case of rejection, and returns it in a sealed 
envelope to the Employment Department. 
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RECOMMENDATION FOR EMPLOYMENT 

Date 

Employment Depaetment 

I wiBh to recommend M 

Address _ 

Whose main experience has been 

If satisfactory please consider applicant for employment at work for which he is best suited. 

Signed Bept. 



Description and Use of "Recommendation for Employment" 

The "Recommendation for Employment" is an aid to the Employment Department in 
securing help through acquaintances of those already employed in the plant. The employee 
obtains the blank from the Employment Department direct or through his foremen, fills it 
in and signs it. It then serves as an introduction to the Employment Department when 
presented by the applicant. 

It is suggested that the Employment Manager follow these up with some form of 
acknowledgment to the endorser. 
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NOTIFICATION OF FILLED REQUISITION 



Date 

Mr JDept 

Our records show that your requisition for 

Dated,.. 

has been filled. Does this agree with your records? 



EMPLOYMENT DEPARTMENT 
By 



O. K 

Foreman, 



Description and Use of the "Notification of Filled Requisition" 

The "Notification of Filled Requisition" is made out when a requisition for help has 
been filled, and is sent to the foreman originally requesting help, who signs the card, 
acknowledging the filling of his requisition, and returns it to the Employment Department. 
This is a supplementary form to be used when oral methods of verifying the filling of 
requisitions are not expedient. 
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NEW EMPLOYEE'S PASS 



Name Employment Number 

Dept. or Way .Foreman 



To Ebpobt 1 


DATE ISSUED 


GOOD UNTIL 


DATE 




SHIFT 


A. M. 










SHIFT 


P. M. 






NEW EMPLOYEE SIGNS HERE. 




Reported 




DATE 




A. it. 






APPROVED BY EMPLOYMENT DEPT: 






T. M. 


• 



Class of Work Engaged For 

This passes bearer to Employment Department and serves as a temporary Yard Pass as dates specify. It is then 
surrendered to Pass Clerk in exchange for Permanent Pass. 



Description and Use of the "New Employee's Pass" 

The purpose of the new employee's pass is to serve as a temporary pass when a perma- 
nent one cannot be issued immediately to the new employee. 

It is made out by the Pass Clerk as soon as he receives the new employee's application 
record, which is sent to him after inspection by the clerk who inspects the application, and 
from which he enters the necessary data as indicated. This pass will permit the bearer to 
enter the plant only through the Employment Department and not through the 
employee's gate. 



54 



Digitized by Microsoft® 



NOTIFICATION OF NEW EMPLOYEE 



Employment 
Name Number 



Dept. or 
Way... 






Foreman ... 












TO REPORT 


Approved 


DATE 


DATE 




SHIFT 


A. M. 








SHIFT 


p. M. 






EMPLOYMENT DEPT. 





Class of 
Work 



Rate of 
Pay.. 



To Work ) Piecework 
..ON ) Day Work 



SIGN.ED.:...' Date 

FOREMAN 

Rate Card. Received 

IN Payroll Dept. by Date 

Foreman is to sign and forward this to Employment Department not later than 3.00 P. M. of day employee 
reports for work. 



"Notification of New Employee" 

The "Notification of the Ntew Employee" serves as the notice of the particular person 
hired, first to the foreman and then to the Payroll Department. It is given to the messenger 
to give to the foreman when he takes the new employee to him. The foreman signs in the 
space provided for and returns it in a sealed envelope by messenger, if possible, not later 
than 3 P. M. of the day the employee reports for work. 

Upon receipt of the "Notification of New Employee" by the Employment Department 
from the foreman, properly signed, the Employment Department issues the Employee's Rate 
Card, which it sends, together with the "Notiflcatiom" to the Payroll Department. 

Under no circumstances is the foreman to put a man to work without this evidence 
that he has been properly hired and registered by the Employment Department. 
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EMPLOYEE'S RATE CARD 



Name JImp. No.. 

Date of Original Employment 



HATE 


Check or 
ClookHo. 


DEPARTMENT OR WAY 


RATE 


APPROVED 


ENTERED 

ON 
PAYROLL 




NAME 


CLASS OF WORK 


NO. 


PER 



























































































































































































Description and Use of "New Employee's Rate Card" 

The "Employee's Rate Card" is the initial notification to the Payroll Department of 
the rate of the new employee, as well as the regular record of the employee's rates. It is 
filld out by the Employment Department for the new employee and is sent to the Payroll 
Department with the "Nbtification of New Employee," after the latter has been properly 
approved by the foreman and Employm^pt Department. The Payroll Department signs this 
notification card in the space provided and returns it to the Employment Dfepartment, 
retaining the "Employee's Kate Card" for their records while the worker is in the employ 
of the Company. 
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RECOMMENDATION FOR CHANGE IN RATE 



KAMI 


DATE OF RATE 
CHANGE 


DATE EMPLOYED 


DATE ISSUED 


WORKING AS A 


CLOCK NO. 


CHARACTER OF SERVICE 


DEPARTMENT 


EMPLOYMENT NO. 




GOOD 


FAIR 


POOR 


PRESENT 

RATE PER 


NEW 
RATE 


PER 


WORK 








REASON FOR RECOMMENDING CHANGE 


ABILITY 










CONDUCT 








SIGHED (foreman) 


APPROVED (employment MANAGER) 


APPROVED (superintendent) 


CHANGE ENTERED ON RATE CARD 
DATE SIGNED (ENTRY CLERK) 



TO BE SENT TO THE EMPLOYMENT DEPARTMENT AS SOON AS APPROVED BY SUPERINTENDENT 



Description and Use of the "Recommendation for Change in Rate" 

The purpose of the "Recommendation for Change in Rate'' is to enable a foreman 
systematically to recommend to the Employment Department that an employee's present rate 
of pay be changed. The foreman of the Department fills in all the necessary data, such 
as the employee's name, date issued, "working as a,'' clock number, department, the present 
rate, and new rate. 

He further states the reason for recommendation and indicates the character of service 
performed by this employee while in his department. He then signs the slip and sends it to 
the Superintendent for his approval, who, after signing, forwards it to the Employment 
Department. After all the necessary notations are made by the Employment Department, 
the Employment Manager signs and sends the slip to the Pay Clerk who enters the new 
rate on the employee's rate card, signs the card and returns it to the Employment Department. 
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RECOMMENDATION FOR TRANSFER 

TO EMPLOYMENT DEPARTMENT FO ACTION '. 



HAKE 


DATE ISSUED 


CHARACTER OF SERVICE 


WORKING AS A " 


EMPLOYMENT NO. 

1 


DATE OF TRANSFER 




GOOD 


FAIR- 


POOR 


REASON FOR RECOUMENDING TRANSFER ^-. .- 


WORK 


- - - ' 


- 








•- -■ •- ' 


ABILITY 










DEPARTMENT 


j CLOCK NO. ■ 


RATE 




FROM 








CONDUCT 








SIGNED (foreman) 


APPROVED (EMPLOYMENT MANAGER) 


APPROVED (superintendent) 


- ■■ - ■ • -; 


ACTION TAKEN 


department 


CLOCK HO. 


RATE 


TO WORK AS 


CHANGED 
TO 








■! ^ - 



TO BE TAKEN, TO EMPLOYMENT DEPARTMENT BY EMPLOYEE. 



Description and Use of "Recommendation .for Transfer" 

The purpose of the "Recommendation for Transfer" is to notify the Employment 
Department that action is to be taken on a transfer of an eniployee from one department 
to another. The foreman of the department in which the man is working issues this form, 
filling in the man's name, date issued, 'forking as a," reasons for recommending transfer, 
the department name, man's clock number, and the present rate of pay. 

He further indicates the character of service performed by the man to be transferred 
while working in his departnlent. The foreman then signs this slip in the space pi'ovided 
and sends it to the Superintendent for his approval, who, after signing, sends it to the 
Employment Department, in a sealed envelope, by the employee. Tlie Employment Manager 
then has the opportunity of hearing the employee's account of the transfer. Appropriate 
action is takto by the Employment Manager, after Conferring with the foreman of the depart- 
ment concerned. The necessary notations are then made on the employee's folder. The filing 
clerk at this time also enters the change on the "Index of the Employee's Record." 
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DEPARTMENTAL TERMINATION 


NOTICE 








NAME 


department 


DATE ISSUED 


WORKIHG AS A 


CLOCK NO. 


EMPLOYMENT NO. 


LAST DAY OF WORK 


REASON FOR TERMINATION (.Check in): 


CHARACTER OF SERVICE 


OWH ACCORD 




LAID OFF 




DEATH 






GOOD 


FAIR 


POOR 


DISMISSED 




LEAVE OF 

ABSENCE 








WORK 








SPECIAL KEMARKS: 


ABILITY 








SIGNED (foreman) 


APPROVED (superintendent) 


CONDUCT 








DISPOSITION OF CASE 


APPROVED (EMPLOYMENT MANAGER) 


LENGTH OF SERVICE 


REMARKS ; 



TO BE SENT TO EMPLOYMENT DEPARTMENT IN SEALED ENVELOPE WHEN PROPERLY APPROVED. 



Description and Use of "The Departmental Termination Notice" 

The purpose of the "Departmental Termination Notice" is to enable a foreman 
systematically to notify the Employment Department that the services of an em,ployee are no 
longer required in this Department. 

The foreman of the depai-tment fills in the name, department, date issued, "working 
as a," clock number, employment number, and the last day of work. He further checks the 
reason for termination in the space provided for, and also indicates the character of the 
work performed by the employee while in his department. The foreman then signs the slip 
and sends it to the superintendent for his approval and signature, after which it is sent to 
the Employment Department in a sealed envelope. 

Appropriate action on the case is then taken by the Employment Department, which 
determines, if the employee is leaving the department permanently, whether he shall be 
transferred to another department or leave the employ of the company. 

The space on the back of this form provides for the record of the Employment Depart- 
ment. When an employee leaves, the clerk enters in the space provided the length of time he 
was In the employ of the company, and the reasons given ior his leaving. 
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PAY-OFF NOTICE 



HAME 


DEPARTMENT 


DATE ISSUED 


WORKIKG AS A 


CLOCK NO. 


EMPLOYMENT NO. 


LAST DAY OF WORK 




NO. BSS. WORKED 



If Company property has been returned, O. K. in spaces provided below; if not, indicate amount to be deducted. 



PASS CARD 


BADGE 


TOOLS 


COMMISSARY 


INITIAL HERE 


INITIAL HERE 


INITIAL HERE 


INITIAL HERE 




PAY EMPLOYEE 
(To be filled in by Emp. Dept.) 


FINAL SETTLEMENT 
(To be filled in by Pay Roll Dept.) 


ACCOUNT CLOSED 

DATE PAY ROLL CLERK 




AT ONCE 




AMT. DUE 












AMT. TO BE 

DEDUCTED 








IN FULL 






ON REGULAR 
PAY DAY 




AMT. PAID 








Approved (Employment Mgr.) 


RECEIVED PAYMENT OF ALL WAGES 
DUE ME. 

SIGHED 











TO BE SENT TO PAYROLL DEPARTMENT WHEN PROPERLY APPROVED BY EMPLOYMENT DEPARTMENT. 



Description and Use of "Payoff Notice" 

The "Payoff Notice" is used to notify the Payroll Department that an employee is leaving 
the employ of the company and is to receive final payment. 

The Employment Department fills in the name, department, date issued, "working as a," 
Block number, employment number, and the last day of work. The slip is then given to the 
employee to take to, or be sent to the Pass Clerk, Badge Clerk, Tool Room Foreman and 
Commissary Head, who check in the appropriate space whether company property has been 
returned O. K., and them initial. It is then brought or sent back to the Employment Depart- 
ment, which fills in the section at the lower left hand corner under the heading, "Pay 
Employee." 

The slip is then given to the employee, who is directed to the Payroll Department for 
final action. The Payroll Department makes any necessary adjustments and has the 
employee sign in the space provided, upon receipt of payment. The Payroll Departmerit 
further fills in the date and signs under "account closed." 

The Payoff Notice is retained by the Payroll Department, where it is filed away as a 
receipt that the former worker has received his full pay. 
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Name_ 



Emp. No. 



Address 




Tel. No, 


DATE EMPLOYED 


DEPARTMENT 


TERMINATION DATE 
































REMARKS: 

• 





INDEX TO EMPLOYEE'S RECORD 



Description and Use of "Index to Employee's Record" 

This "Index to Employee's Record" serves as a cross index to the Employee's Folder. 
It contains in a. very concise form the information most often referred to. 

Under the headings, "Date Employed," "Department," and "Termination Date," space 
has been provided for the purpose of recording all transfers, as well as making it possible 
to use the same card in case the man is ever rehired. This card is filed alphabetically, while 
the employee's folder is filed numerically. 
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A half-way analysis is often more misleading 
than no analysis at all, as it leads to a feeling 
of satisfaction that the necessary factors 
have been considered whereas they have not, 
and the consequent oversight may cause 
disastrous conclusions to be arrived at. 



It is more economical and more expedi- 
ent to spend five or even ten minutes in 
properly placing the new worker than 
it is to spend two hours or sometimes 
two days in trying to replace him. 
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FOREWORD 

In the preparation of this bulletin the general purpose has been to 
show that a regular and comprehensive audit of man power is necessary 
in order to determine when and where loss in man power occurs, so that 
this loss can be remedied and future waste can be avoided. The factors 
that enter into loss of man power, or Labor Loss, are set forth, and 
methods for computing these various factors, together with forms for 
recording them, are also given. 

It is more necessary to carefully compute labor requirements and 
closely analyze the status of the working force than it is to check up the 
equipment and the physical materials that go into production, for the 
workers constitute a mobile force and misjudgment in handling them 
results sooner or later in loss. 

Furthermore, it is usually much better to make no attempt to analyze 
these factors unless a thorough analysis is arrived at, as a half-way 
analysis often causes the belief that the important factors have been cov- 
ered when they have not and thereby causes disastrous conclusions to be 
reached. 

It is hoped that this bulletin will aid in bringing both employers and 
employees to realize the mutual advantages of comprehensive audits of 
man power requirements and working conditionsi, as well as to provide 
adequate and practical methods of evaluating these factors. 

DwiGHT Lowell Hoopingaenee, 

Head, Employment Management Branch, 
Industrial Relations Division. 



Digitized by Microsoft® 



Digitized by Microsoft® 



CONTENTS 

PAGE 

Foreword 5 

What is Labor Loss? 9 

General Factors in Labor Loss 9 

Labor Turnover Not an Adequate Term 9 

The Original Investment in Man Power a Separate Factor 10 

Turnover the Maintaining of This Man Power on Payroll by 

Eeplacing Lost Members 10 

Loss in Variation from Standard Work Force the Failure to Main- 
tain Proper Number on Payroll 10 

Different Costs Are Involved ; 10 

Absenteeism and Tardiness 11 

Necessity for Careful Analysis 11 

Curves Showing Comparison of Labor Loss from Turnover and 

Variation from Standard Work Force 12 

Computing Labor Turnover 14 

Computing Losts in Variation from Standard Work Force 17 

"Computing Loss in Absenteeism and Tardiness 20 

Absenteeism 21 

Tardiness 21 

Labor Loss Records and Methods of Report 22 

Supplementary Discussion : What is Replacement? 29 



Digitized by Microsoft® 



Digitized by Microsoft® 



LABOR LOSS 



What Is Loss of man power is due to a number of separate and dis- _ 

Labor Loss? tinct factors. Labor turnover, poor attendance and failure Factors in 
to keep the number of workers on the payroll regularly up "-abor Loss 
to the standard requirements are generally the chief ones. Lack of steady 
application to work, needless shifting of workers among departments, 
fatigue and lack of harmanious working spirit are also factors that often 
serve to reduce output. These factors, representing as they do loss in the 
productive effort of the working force, may be termed, in combination. 
Labor Loss.* Thus Labor Loss is the loss of productivity and the costs 
due to loss in applying man power. 

Labor turnover has often been given erroneously as the figure that 
shows the efficiency of the working force. Loss in production due to fail- Turnover Not 
ure to keep the number of workers on the payroll regularly up to the ^'^ Adequate 
standard requirements, which may be termed loss through failure to main- 
tain a standard work force, and loss due to men being late and absent are 
conditions too often overlooked. They are conditions, however, that seri- 
ously interfere with any program of production, since they entail direct 
loss in output, idle machines, and increased overhead and expense, because 
the plant is not working up to its maximum. 

Turnover is in no case a true index of labor conditions, whether it is 
figured on the basis of replacements or on the basis of separations. It 
takes into account neither the difference between what the payroll force 
actually is and what it should be for the plant to run most efficiently; nor 
the difference in the cost due to a worker merely leaving a job, and the 
cost due to a worker leaving a job and his job being refilled; nor the 

*Loss in productive effort due to lack of steady application to work, to needless shifting among 
departments, to overwork, or to lack of a harmonious working spirit are not discussed In detail 
here, as the purpose of this bulletin is to deal with factors that are caused by the loss or absence 
of workers from the plant and other factors dealing with the number of workers which may be 
readily checked up. 
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factors due to the poor attendance of those on the payroll, 
factors need to be clearly evaluated. 



All of these 



The building up of the original force of workers required is a necessary 



The Original 

Man Power a ^^^ legitimate investment, and is a factor entirely separate from turnover. 
Separate If this investment is correct, and the workers produce regularly and ade- 

Factor 



Turnover the 
IVIaintaining 
of this IVIan 
Power on 
Payroll by 
Replacing 
Lost IVI em- 
bers 



Loss in 
Variation 
from Stand- 
ard Work 
Force the 
Failure to 
Maintain 
Proper Num- 
ber on Pay- 
roll 



Different 

Costs 

Jnvolved 



quately, there is no labor loss. 

Loss in turnover does not occur in the building up of the initial required 
capital of man power, but in the maintaining, by getting efficient new 
workers to replace old ones who have left, the number of this force that 
represents the investment. In other words, turnover deals with the costs 
brought about by refilling a job which a worker has left. It thus deals 
with the loss and consequent costs brought about by the actual replace- 
ment of workers who have been on the payroll. 

Loss in standard work force, on the other hand, deals with the loss 
brought about by the failure promptly to replace men who have left neces- 
sary jobs, or the failure ever to have had the number of workers on the 
payroll, either through shortage or surplus, which ought to have been on it. 

Separation from the payroll of workers who have been on unnecessary 
jobs is thus cared for in the loss due to the variation of the payroll from 
the standard work force while they were on the payroll, which loss stops 
when they leave the payroll. Separation from the payroll of workers who 
worked regularly on necessary jobs but whose jobs are no longer necessary 
involves no loss because these workers were a part of the normal invest- 
ment and produced regularly until their services were no longer required. 
Separation from the payroll of workers who were on necessary jobs and 
who are not immediately replaced is cared for through shortage from the 
standard work force until they are replaced. 

The cost of replacing a worker who has already been on the payroll, 
and the cost of mere separation from the payroll of a worker who is not 
replaced involve separate and distinct factors, and, necessarily, are figured 
on different bases. 

In turnover, there are such costs as those of actually hiring and 
training the new worker in the former worker's place, even though the 

10 
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job is immediately refilled, while if a worker leaves a necessary job which 
is not refilled ( i. e., merely a separation), there is loss of production 
caused by the reduction of the number of workers below the standard 
work force, although there are no costs of hiring and training the worker 
to refill the job. The original cost of hiring and breaking in this man who 
is not replaced, if he were a member of the initial required working force, 
is a part of the original investment and does not enter into turnover at all. 

Two factors enter into loss of production brought about by absenteeism Absenteeisi 
and tardiness : first, loss of production on the part of the men actually late a"'^ 
or absent, and second, general loss of production on the part of the other 
workers due to the demoralizing effect upon the working force where a 
substantial portion of the workers are continuously tardy or absent. This 
demoralizing effect is particularly apparent in the dislocation of team work 
that occurs within the gangs of workers. 

No one of the factors mentioned above is in itself a true indicator of 
labor conditions. Labor turnover may be low, yet labor conditions may 
be very unsatisfactory as a result of poor attendance due either to absen- 
teeism or tardiness, or as a result of failure to replace men who have left 
necessary jobs and to build up an adequate working force. On the other 
hand, there may be comparatively little absenteeism and tardiness together 
with a numerically adequate working force, yet labor conditions may be 
very unsatisfactory, due to high turnover. 

Careful attention must be given to getting the required force on the 
job day after day from starting time to quitting time and keeping it there 
week in and week out. The employees in the more successful plants are 
putting in a greater amount of productive hours per month, not as a result 
of overtime work, but as a direct result of workers staying on the job and 
being punctual and faithful each working day. 

It is even more necessary to carefully commute labor requirements and Necessity 
closely analyze the status of the working force than it is to check up the """ , 
physical materials that go into production, for the workers constitute a Analysis 
mobile force, and misjudgment of the desirable worker on the part of the 
mmuigement results sooner or later in the loss of his services and conse- 
quent losses in cost and production. 

11 
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It is necessary, therefore, to keep a careful record of the Labor Loss 
that is due to : 

(a) Labor turnover. 

(6) Loss in standard work force, or failure to keep the number of 

workers on the payroll at the standard requirements for every 

working hour, 
(c) Poor attendance — absenteeism and tardiness. 

The Labor Loss Record' has been worked out to assist in summarizing 
and analyzing those factors which make so definitely for loss in output due 
to inefficiency of man-power. It is only by such an analysis that any con- 
cern can establish a sound basis of facts upon which to conduct a campaign 
against its labor loss. The record presented is simple in form, and is 
easily compiled from the Labor Turnover Record, the Attendance Record, 
and the Daily Log. 

Computing The Labor Turnover Record provides for keeping a simple, 
Labor yet definite record of turnover. It should be kept separate 

Turnover from records of absenteeism and tardiness, and of' numer- 

ical loss in the standard working force caused by the failure to build up 
the force to the proper requirements or failure to replace men leaving 
necessary jobs. Labor turnover is measured by the number of persons 
hired during a given period to replace others who have left the service for 
any reason during the same period. 

The percentage of turnover should be figured as follows, on a monthly 
basis: The mean^ of the number of employees on the payroll should be 
used as the basis. To obtain this mean, find the sum of the number of 
workers on the payroll for every working day of the month and divide this 
total by the number of working days in that month.' The number of per- 
sons replaced on the payroll during the month is then divided by this mean, 
to give the percentage of turnover for the month. Briefly, for an increas- 
ing payroll, the method is to subtract the number of the increase from the 
number actually hired less the number of men leaving necessary jobs and 

'■ See pages 23-28 for reproduction of records mentioned. 

' This "mean" Is what Is otherwise known as the aritJmtetical average. 

» Another method of securing this mean which Is sometimes sufficiently accurate Is by adding the 
number of men on the payroll on the first day of the month to the number of men on the payroll 
on the last day of the month and dividing the sum by 2. For sake of brevity this Is the method 
used in the examples. 

14 
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not replaced, and divide the restdt by the mean number on the payroll for 
the given period. For a constant or decreasing payroll, the same method 
is followed, except that the number of workers representing the increase 
becomes zero (0).* 

Illustrations : 

If the original payroll were 1000, and there were found to be 1200 
on the payroll at the end of the month after hiring 500 additional or new 
men, and 25 necessary jobs left vacant during the period were not refilled, 
the proper way to calculate the percentage of turnover would be to divide 
275 (the number of men replaced, i. e., the number hired less the increase 
and the number of necessary jobs not refilled) by 1100 (the mean of the 
number of the force employed during the month) which gives 25 per 
cent, for the month. 

Example: 

1000 + 1200 = 2200 Increasing 

2200 -=- 2 = 1100, mean number of men on payroll Payroll 

1200 — 1000 = 200, increase 

500 — 200 = 300 

300 — 25 = 275, replacements 

275 H- 1100 = 25% turnover for the month 

If the payroll were 1500 at the end of the month (500 men having 
been hired) , with an initial payroll of 1000, there would have been no turn- 
over, as no men were replaced. 

Example: 

1000 + 1500 = 2500 Increase 

2500 -=- 2 = 1250, mean number of men on payroll Equalled 

by Number 
1500 (at last of month) — 1000 (at first of month) = 500 increase Hired 

500 hired — 500 increase = replacements 

-H 1250 = 0% turnover 

If there were 1000 men on the payroll at the first of a given month, 
500 were hired during the month, 25 necessary jobs left vacant were not 

•This statement of method, with the examples that follow, assumes that the turnover Is 
figured for a single separate period of time. In figuring for continuous periods, account is to he 
taken of the number of jobs left vacant in the previous periods that are refilled during the period 
for which the turnover is being figured. For further discussion, see pages 29 and 30, 

IS 
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Constant 
Payroll 
with 
Replacements 



Decreasing 
Payroll 



refilled, and the number on the payroll at the end of the month remained 
1000, the turnover would be expressed as 47.5 per cent, for the month. 

Example: 

1000 + 1000 = 2000 

2000 -=- 2 = 1000, mean number of men on payroll 

1000 — 1000 = increase 

500 hired — increase = 500 

500 — 25 = 475, replacements 

475 ^ 1000 = 47.5% turnover 

Finally, if the payroll, in spite of the taking on of new men, shows a 
decrease at the end of the month, the calculation of the turnover is made 
as follows : If the payroll on the first of the month were 1000 men and at 
the end of the month, after hiring 200 men, with 25 men leaving necessary 
jobs not replaced, it is found to be only 900, the mean force on the payroll 
would be 950 and the turnover would be 175 divided by 950, or 18.4 per 
cent, for the month. In this last illustration, 300 men were lost to the 
payroll but only 175 were replaced.* 

Example: 

1000 + 900 =1900 

1900 -^ 2 = 950, mean number of men on payroll 

200 hired — increase = 200 

200 — 25 = 175, replacements 

175 -^ 950 = 18.4% turnover 

The monthly percentage should then be reduced to a yearly basis for 
comparative purposes, by multiplying the percentage by twelve (12) . This 
yearly percentage should be kept in the column on the Labor Turnover 
Record designed for that purpose. The daily percentage of turnover may 
be computed by the same method, using the number of replacements for the 
given day as the numerator and the actual number on the payroll for the 
denominator. 

The Labor Turnover Record should be kept on (a) a monthly report 
and (b) a daily report if desired. This report should be made out by 

•Account of the 100 men not replaced here Is taken In figuring loss In Variation from the 
standard work force, as explained later. 

16 
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departments, and also by trades if there is more than one trade in a given 
department. (See sample forms for these records on pages 23, 24, 25, 26, 
27 and 28. 

This record should indicate the "avoidable" and the "unavoidable" 
turnover. By "avoidable" turnover is meant turnover due to such causes 
as incompetency, irregularity, and so on, which could be avoided if satis- 
factory conditions had obtained for both employer and employee at the 
time of hiring, and during the period of service. By "unavoidable" turn- 
over is meant that due to such causes as sickness, death, or other factors 
which cannot be reasonably controlled by the employer or employee. The 
percentage of "avoidable" and "unavoidable" turnover may be computed 
from time to time from the Turnover Record, as occasions require. The 
length of service of the workers also should be taken into account. 

Computing The Labor Turnover Record does not indicate the loss due 
Loss In to inability to make replacements of men leaving necessary 

Variation from JQjjg^ ^j. failure to build up the required force. This is par- 
W rk F r ticularly noticeable in a decreasing payroll, but may also 

exist in particular departments of a plant that shows a 
general increase in the payroll over the plant as a whole.* As previously 
indicated, labor turnover deals with the loss and consequent costs brought 
about by the actual replacement of workers who have been on the pay- 
roll, while loss in the Stavda/rd Work Force deals with the loss brought 
about by the failure to replace men who have left necessary jobs or the 
failure even to have had the number of workers on the payroll which ought 
to be on it. There is no turnover unless a job previously filled, which 
a worker has left, is refilled. 

To illustrate: A plant may have an increase from 1000 to 1080 em- 
ployees for the month, but if all of the men who have left necessary jobs 
had been replaced, thus permitting a normal increase, the payroll might 
have increased to 1100 {i. e,, 20 necessary men were not replaced) . Again, 
the force of certain departments may never have reached the most efficient 
point. 

•The discussion here assumes that there is no surplus of workers in the plant. If a surplus 
orer the standard work force exists in any individual plant it results in a loss in labor output 
in the plant and In the community or country as a whole, and it should be computed similarly to 
loss due to failure to maintain enough workers on the payroll force. 

17 
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The record of loss in production due to the failure to constantly main- 
tain a standard work force is based on the actual number of necessary 
workers not replaced as well as the number of jobs which have never been 
filled but which are necessary to build up and maintain an adequate force. 
This standard work force is that force which, other things being eqiial, 
permits of Tnaximwm efficiency. To figure the percentage of men short of 
the standard work force, take the number of men short each day as a basis 
and divide it by the standard work force.^ This gives the daily percentage. 
To compute the percentage of men short of the standard work force on 
a monthly basis, proceed as follows : 

If the number of men needed to complete the standard work force 
has changed during the month (*. e., if increased business or changed 
equipment during the month renders necessary an increase in the number 
of workers to build up the force to its most efficient point) the mean 
standard work force for the month should be secured by finding the sum 
of the number of workers required (i. e., standard work force) for each 
working day of the month and dividing the total by the number of working 
days for the month. If the number of men required to maintain the 
standard work force does not change during the month, it, of course, 
becomes the mean. By dividing the mean of the number of men short for 
the month^ by the mean standard work force, the percentage of the men 
short of the standard work force is obtained. 

Example: 

1st work day of month S.W.F. = 1050, with shortage of 150 

2nd work day of monh S.W.F. = 1050, with shortage of 100 

3rd work day of month S.W.F. = 1050, with shortage of 100 

4th work day of month S.W.F. = 1050, with shortage of 100 

5th work day of month — increased equipment makes 

necessary a S.W.F. = 1300, with shortage of 300 

6th work day of month S.W.F. = 1300, with shortage of 300 

1 It Is apparent that the Standard Work Force will change only with the changing of conditions, 
such as the physical equipment, orders, the receipt of materials, etc. Therefore It may In some cases 
remain constant over an entire month or so. 

'When there is a surplus of worljers over the standard work force it should be added to the 
shortage before the mean Is figured. 
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7th work day of month S.W.F, = 1300, with shortage of 325 

8th work day of month S.W.F. =: 1300, with shortage of 325 

9th work day of month — new orders make necessary 

a S.W.F. = 1400, with shortage of 350 

• 10th work day of month S.W.F. = 1400, with shortage of 350 

11th work day of month S.W.F. = 1400, with shortage of 375 

Etc. 
Total for standard work force for month = 31250. 
31250 -^ 25 (No. work da. in mo.) = 1250 mean standard work force. 
Total for shortage for month = 6250. 

6250 -=- 25 = 250, mean number short of standard work force, 
250 -f- 1250 = 20% = percentage of workers short of standard work 

force. 

The preceding figures express the labor loss due to shortage in the 
standard work force on the basis of the percentage of men short. To 
compute this loss on the basis of the percentage of work hours lost, proceed 
as follows : 
Example: 

Assume that the mean standard work force is 1250 

Assume that the plant works 25 days during the 

month and 8 hours per day. 
Total standard work hours required = 

1250 X 8 X 25 = 250,000 

Total number men short for month (sum of 
differences between payroll force and 
standard work force for each day of 

month) 6250 

6250 X 8 = 50,000 work hours short of stand- 
ard needed to produce maximum output. 
50,000 -f- 250,000 = 20%. 

It will be seen from the above that the percentage of men short and 
the percentage of work hours lost through shortage is the same, i. e., with 
10% of the force short the loss in work hours would be 10%. 
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The record of loss in the standard work force is used in conjunction 
with the Labor Loss Record. As indicated, it should be kept daily and 
then computed for each month, and also reduced to a yearly basis. The 
report should be made out by departments and trades. 

Computing The loss from Absenteeism and Tardiness is computed 
Loss from from the Attendance Record. Loss from absenteeism and 

Absenteeism tardiness is figured on the basis of the actval number of 
and Tardiness hours lost. Loss from absence is figured first on the basis 
of the number of persons absent and then is reduced to the 
number of actual work hours lost. Loss caused by tardiness will vary 
from a few minutes to a maximum of an hour or more. An accurate 
measure of loss by tardiness, therefore, is based on the actual number of 
hours lost in this way. 

In figuring both the percentage of absenteeism and the percentage of 
tardiness, the "mean daily work force on the payroll" and the "number 
of work hours possible if the entire force worked," must be computed. The 
"mean daily work force on the payroll" is most accurately obtained by 
totalling the number of those who were on the payroll each day of the 
month, and by dividing this result by the number of days the plant worked 
during the month. (This is the same mean used in computing labor 
turnover) . 
Illustration : 

A shipyard worked 25 days during a certain month. On the first day 
900 men were on the payroll; on the second 1100; on the third 950, etc. 
for the month, the total for the month being 25,000. 

25,000 H- 25 = 1000 mean daily payroll force for the month. 

The "number of work hours possible" for the entire force is computed 
by multiplying the number of hours the plant worked during the month by 
the mean daily force on the payroll. 
Illustration : 

A shipyard worked twenty-five (25) 8-hour days duiing a certain 
month. The mean work force on the payroll was 1000. The number of 
work hours is computed as follows : 

25 X 8 X 1000 = 200,000 possible work hours per month. 
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To figure the percentage of work hours lost through absenteeism use Absenteeism 
as the basis the "number of work hours possible" if the entire force on the 
payroll worked full time. This number is then divided into the aettuil 
number of work hours lost for the month through absenteeism. 

Illustration : 

Assume that the record deals with a plant having a daily work force 
of 1000, that the plant works 25 days per month and that it has an 
8-hour day. The "number of work hours possible" under conditions previ- 
ously indicated is secured as follows: 1000 X 8 X 25 = 200,000 work 
hours. The actual number of work hours lost by the force may be obtained 
by securing from the Attendance Record the number of workers absent 
each day during the month and then the number of work hours lost by 
each, the sum of which hours for the month gives the work hours lost 
per month. This result divided by the 200,000 equals the percentage of 
work hours lost by absenteeism. 

Example: 

Assume that the Attendance Record of the plant showed that on the 

1st day 200 men were absent losing a total of 1600 hours. 

2nd day 150 men were absent losing a total of 1200 hours. 

3rd day 175 men were absent losing a total of 1400 hours. 

;Etc., etc. 
Total number of work hours lost for the month, 25,000. 
Total possible work hours = 200,000 
25,000 -=-200,000 = 121/2?^' work hours lost on account of absenteeism. 

To figure the percentage of work hours lost through tardiness, use the Tardiness 
"number of work hours possible" if the entire force on the payroll worked 
full time as a basis. This number is then divided into the number of work 
hours actually lost for the month through tardiness. 

Illustration : 

Assume that the plant has a mean daily work force of 1000, with other 
conditions as in the example given above, and that the Attendance Record 
in this case showed that on the 

1st day 200 men were tardy, losing a total of 150 hours. 

2nd day 250 men were tardy, losing a total of 175 hours. 
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3rd day 100 men were tardy, losing a total of 50 hours. 
Etc., etc. 

A total of 3000 hours lost for the month. 
Total possible work hours = 200,000. 
3,000 ^ 200,000 = 11/2%' work hours lost because of 
tardiness, for the month. 

The Attendance Record is used in conjunction with the Labor Loss 
Record, on which the percentages are entered. It should be kept both by 
days and by months. The reports should be made out by departments and 
trades. 

Labor Loss The Labor Loss Record is the true index of loss due to 
Record these various causes. It combines and summarizes the 

main facts from the other records. It thus takes into con- 
sideration all the basic factors that enter into turnover, loss in standard 
work force, and poor attendance. Briefly, it may be stated that: (1) turn- 
over is based upon actual replacements; (2) loss in standard work force 
is based upon failure to maintain the proper number of workers on the 
payroll; (3) absenteeism and tardiness are based upon loss of tim^ from 
the plant by workers who are on the payroll; and (^) labor loss combines 
these factors. The Labor Loss Record should be made up as often as con- 
ditions require, but at least regularly every month. It should be kept by 
departments and also by trades. 

It is recommended that graphic representation in the form of curves, 
in addition to the methods of report herein exhibited, be made to compare 
the Labor Loss from the several factors for each month. 
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Name of Company 

EMPLOYMENT DEPARTMENT 



Attendance Record 



Month Year.. 



DEPARTMENT.. 



EMPLOYEE'S NUMBER 



1 

2 

3 

4 

5 

6 

6 

7 

8 

9 

10 

11 

12 

13 

14 

15 

16 

17 

18 

19 

20 

21 

22 

23 

24 

25 



No. OF Hours 
Lost sy Tasdihess 



No. op Houks 
Lost by Absences 



A.M. 
P.M 



A.M. 
P.M 



A.M. 
P.M 



A.M. 
P.M 



A.M. 
P.M 



P.M 



A.M. 
P.M 



A.M. 
P.M 



A.M. 

P.M 



A.M. 

P.M 



A.M. 
P.M 



A.M. 
P.M 



A.M. 
P.M 



A.M. 
P.M 



A.M. 
P.M 



A.M. 
P.M 



A.M. 
P.M 



A.M. 
P.M 



A.M. 
P.M 



A.M. 
P.M 



A.M. 
P.M 



A.M. 
t.U 



A.M. 
P.M 



A.M. 
P.M 



A.M. 
P.M 



A. M. 
P.M 



1011 



16 



20 



2122 



24 



25 



26 



27 



28 



29 



30 



31 



No. of 
Times 
Late 



No. of 
Times 
Absent 



This record is entered daily, by departments, from the 
re-cords of the Time Department. Where there are a large 
number of employees and time clocks are used, it may be 
made up directly from the time clock cards. Entries are made 
only for those absent or tardy, thus reducing to a minimum 
the amount of clerical work required. 

If the worker is merely tardy, one diagonal line is entered 
in the square; if he is absent, two lines are entered. Thg 
actual number of hours lost by each individual each day is 
also entered in the squares. A code for the main reasons for 
absence or tardiness, such as illness and personal business, 
may be used to enter these reasons in the appropriate squares, 
if desired. 
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Total Hrs. lost 
by Tardiness 



Total Hrs. lost 
by Absences 
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WHAT IS REPLACEMENT? 

If a worker leaves a job and a period of time intervenes between the 
time he leaves and the time he is replaced, turnover enters into the process 
when the actual replacement takes place, and the intervening period, 
namely, from the time of separation to the time of replacement, is accounted 
for in the standard work force. When replacement takes place imme- 
diately, no loss in standard work force occurs, since there is no intervening 
period of time. 

The principle is: For any given trade in any given department, the 
hires become replacements up to the time the previous high point of the 
payroll force is reached, provided the standard work force remains con- 
stant or does not decrease below the high point of the payroll force. The 
high point of the payroll force must be kept in mind up to the time it is 
again reached, if it has not been maintained, or until it is voluntarily 
changed to meet change in requirements. 

By previous "high point of the payroll force" is meant that maximum 
point reached in the payroll force over a period of time which represents 
the jobs that have been filled and should be refilled, if there have been 
separations, to maintain it, until it is voluntarily changed. 

ILLUSTKATION : 

Assume that in : 

January the mean on the payroll of any trade is 200 
February the mean on the payroll of any trade is 175 
March the mean on the payroll of any trade is 190 

All those hired in March and all those hired afterwards up to the time 
when 200 is again reached, provided the standard work force is constant 
or not decreasing below the high point of the payroll force, is figured as 
replacement. 

Thus, it will be seen that replacements and, therefore, turnover can 
by figured most accurately over a period of time, and that turnover is 
accumulative in the sense that the books should not be closed at the end 
of an arbitrary period, such as a month, but that the previous high point 
must be considered in determining whether a replacement has occurred. 
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In the second place, it should be noted that in computing turnover, 
the replacement is figured in any period in which it actually takes place 
and that the intervening period, namely, the time of separation up to the 
time of replacement, is accounted for in the variation from the standard 
work force. 

Illustration : 

If 15 riveters were lost November 27th, 10 replaced during the period 
of November 28th, 29th, and 30th, and the remaining five replaced on 
December 2nd, the 10 replacements will be figured in on the turnover for 
November, and the 5 on the turnover for December. 

The cost of securing the original force is that of an investment and 
every individual added above the previous high point is an added invest- 
ment, and remains a part of the investment in work force, while the cost 
of replacing men to maintain the previous high point is figured in on 
turnover. 

Thus, as previously indicated, if a man leaves a necessary job, the 
moment he quits he is figured in on shortage from standard work force. 
He remains a loss on this basis until he is replaced. The loss in turnover 
begins when the new man who has taken his place is being hired and 
trained. 

When a worker leaves a necessary job and that job is not refilled, 
(i. e., no replacement occurs) , the loss occasioned by the separation itself 
is loss in the standard work force, since the working force on the payroll 
is not what it ought to be, and no costs of replacement are involved. 

The complete method, therefore, for computing the percentage of labor 
turnover regularly each period for continuous periods of time, may be given 
as follows: 

Let 

A = actual number of workers hired in any given period. 

B = number of increase of workers on payroll for the given period. 

= number of necessary jobs left vacant and not refilled for the given period. 

I>= number of jobs left vacant not refilled during previous periods and refilled 

during the given period. 
M = mean number of workers on payroll for the given period. 

Then 

■D t t (A — B — 0) +D 
Percentage turnover^ srs 

Example: 

Number of workers hired for given period = 500 

Number of increase of workers on payroll ....=: 200 

Number of necessary jobs left vacant and not refilled := 25 

Number of jobs vacated previous periods and refilled this period = 15 
Mean number on payroll — 1 mo 

Percentage fn..nv..- (500-200-25) + 15 275 + 15 _ ^90_ _ 

1100 — HOC — 1100 ~ ^^•^^o 
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